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ABSTRACT 
Nowadays, many organizations adopt TQM for organizational management. 
TQM is a top-down management philosophy that emphasizes continuous 
improvement and customer satisfaction. 
In various formats TQM has proven successful in manufacturing and services 
industries. While TQM has proven to be an effective process for improving 
organizational functioning, its value can only be assured through a 
comprehensive and well-throughout implementation process. Organizational 
culture and leadership style are considered as important factors in organizational 
management. From many past researches, it always has adverse effect on the act 
and behaviour of the people in the organizations. 
In this research, it has conducted a questionnaire study to find if there is any 
empirical evidence to prove the relationship between TQM attainment level, 
organizational culture and leadership style within the construction companies 
under the approved list of the Hong Kong Housing Authority. It was found that for 
companies have a dominant culture in clan, the TQM attainment level is tended to 
be higher; while the actual leadership style is tended to be supportive when the 
organizational culture profile is dominated by clan culture. 
  iv 
It is hoped that results in this dissertation may provide a useful insights for 
construction organizations in Hong Kong and so to find ways for implementing 
TQM successfully.  
  v 
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Chapter 1 Introduction      
1.1  Background 
From time to time, the construction industries worldwide have been subjected 
to periodic criticism of failing to achieve appropriate quality standard. Like in Hong 
Kong, the construction industry has long been associated with poor quality.  
In 1990s, people started to realize the importance of “quality” in the 
construction industry. By then, the Government has tried to improve the quality on 
building construction by implementing schemes like Performance Assessment 
Scoring System (PASS) and ISO certification scheme to ensure the new works 
done by contractors meet a certain level of quality standard.  
In the ten years time, Hong Kong Government has implemented its own 
system, like the ISO 9000 Certification system, to select suitable contractors for 
public works so as to ensure public housing to meet the required quality standard. 
Many contractors are qualified under the Hong Kong Quality Assurance Agency 
(HKQAA) and they start to use some other management approaches like Total 
Quality Management (TQM), for their projects. Nevertheless, there are still some 
non-compliant constructions incidents happened in the past few years and raised 
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the public concern about the process of building construction, especially for the 
public housing. 
A number of measures have been recommended to improve construction 
quality, e.g. partnering, registration of sub-contractors, prefabrication, etc. One 
such measure is TQM. TQM is a top-down management philosophy which 
emphasizes continuous improvement and customer satisfaction. It is a new 
management approach which has been successfully implemented by many 
different industries like aviation industry, educational institutions, as well as both 
international and local corporations. However, the mentioned incidents imply that 
there are difficulties in implementing TQM in the construction industry.  
Many scholars, such as Cameron and Quinn (1999) stated that TQM has 
been recognized as an enabler for performance improvement in the construction 
industry. Many construction companies have embraced the philosophy and 
techniques of TQM with enthusiasm, while others have been reluctant because of 
the perceived increasing costs and the disruption which may cause.  
Others like Al-khalifa and Aspinwall (2001) and Dellana and Hauser (1999) 
etc. illustrate that failure for the implementation of TQM is caused by a mismatch 
of organizational culture. Planned change processes often work, if conceptualized 
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and implemented properly. However, every organization is different from the 
others, and the processes are often adopted ‘off the shelf’, which is the appliance 
model of organizational change: buy a complete programme, like a quality circle 
package, from a dealer, plug it in, and hope that it runs by itself (Kanter, 1983) 
Thus, some people may see the programme as a worthless tool. 
It is believed that a successful implementation of TQM is dependable from 
the organizational culture and leadership style. Organizational culture can be 
concluded as the values, beliefs and behaviours that share among everyone 
within the organization. Everything performed by members of the organization is 
affected by their shared values or beliefs. Implementing TQM within an 
organization has no exclusion as well. Values from a culture would definitely have 
an effect on the values towards implementing TQM. 
 On the other hand, as TQM is hardware while organizational culture is 
software, we need something in between to integrate the two elements together, 
and people, especially the top-management, are the things in between. 
Leadership style would affect the way that leaders lead the company, thus it may 
be a crucial factor which affects the success of TQM implementation. Therefore, 
we could say that the organizational culture and leadership style should have a 
link with the implementation of TQM.  
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In this research, the attainment level of TQM in different construction 
companies, organizational cultures as well as leadership style of those companies 
are going to be diagnosed. The relationship of organizational culture and 
leadership style with level of TQM will also be studied. 
 
1.2 Objectives of the Research 
 This dissertation will endeavor to carry out a comprehensive analysis to 
achieve the following objectives: 
1. To investigate the current status of TQM implementation of Hong Kong’s 
construction companies  
2. To obtain the organizational culture profiles of Hong Kong’s construction 
companies    
3. To identify the leadership style of the top management of Hong Kong’s 
construction companies  
4. To study and analyze the relationship between the change of organizational 
culture, leadership style and the degree of success under TQM in Hong 
Kong’s construction companies 
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1.3 Importance of the Research 
In this changing world, any changes in external environment would lead to a 
change on other things, like people’s expectation, economic, culture, etc. Thus, 
the culture profile within an organization may also change.   
TQM implementation in construction companies in Hong Kong is not very 
successful. Studies on the relationship between the implementation of TQM and 
the organizational culture profile have been conducted by many scholars like 
Dellana and Hauser (1999). It was noticed that by understanding more about the 
culture profile could improve the current performance of the company.  
According to Cameron and Quinn (1999), understanding the organizational 
culture has a powerful effect on improving company’s performance and long-term 
effectiveness. By studying and understanding the current culture profile, a better 
judgment on future culture maintenance as well as innovation is allowed. 
Therefore, this research allows the understanding of the organizational culture 
profiles of the targeted construction companies, which could help in improving 
their performance as well as the performance of the construction industry as a 
whole.  
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While schemes are dead, without people, things can never work. A 
successful implementation of TQM depends on the involvement of all individuals 
within an organization. Leadership style could affect the effectiveness of the 
schemes implemented within an organization. Therefore, it is always important for 
the top managers to understand the organizational culture of their companies as 
they are the one who lead the organization to implement different strategies as to 
achieve company’s goal. Therefore, this research would also look at the 
leadership style and to see if it would have any direct or indirect relationship with 
TQM implementation. 
 It was also mentioned by Liu and Zhang (2004) that organizational culture 
can be regarded as the “stimulus” of the adoption of various behaviours within an 
organization. However, there are not many studies on organizational culture 
profiles for construction companies in Hong Kong. Therefore, this research will be 
a good start for scholars to go further beyond this topic.  
 
1.4  Methodology 
The data researched will be focus on both qualitative and quantitative. As the 
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term “culture” is rather abstract which always with different interpretations by 
different parties. The research on culture therefore would be more valid with the 
qualitative data. 
Data will be collected via literature review, questionnaire survey and 
interviews. 
 
(a) Literature review 
By going through literatures, understanding towards TQM, organizational 
culture and leadership style could be obtained. It will consist of an extensive 
literature review on the nature, definitions, interpretations, the origin of TQM and 
its historical development, and the importance of culture and leadership, etc. 
Reviewing literatures from some culture experts like Deming and Schein are done 
in order to have some basic concepts on the topic.  
 
(b) Questionnaire survey 
Two sets of questionnaire would be conducted in local Building Contractors.  
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The first set of questionnaire is based on the ECI Measurement Matrix 
created by European Construction Institute (1993) in order to collect data for the 
TQM attainment level; and also the Organizational Culture Assessment 
Instrument (OCAI) which are given in the book Diagnosing and changing 
organizational culture (Cameron and Quinn, 1999) to find out the organizational 
culture profile. Date gathered will be used to see if there are any culture 
dimensions which is/ are significantly affect the attainment level of TQM.  
Another set is based on Lease Preferred Co-worker Scale (Fiedler, 1967) and 
Hersey and Blanchard’s instrument (Hersey and Blanchard, 1988) to found out 
the preferred leadership style and the actual leadership style. Collected data will 
be used to find out and analyze the relationship between organizational culture 
and leadership style. The details are discussed in chapter 5. 
 
(c) Interviews 
 Upon receiving completed questionnaires, follow-up interviews will be 
conducted. Qualitative data will be gathered to explore the current attitudes to the 
implementation of TQM in the Hong Kong construction industry, and to further 
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looking at the leadership style, from the perspectives of various respondents. 
  
 Conclusions will be drawn and limitations will be pinpointed and discussed. 
Recommendations will be suggested for further study in order to facilitate more 
comprehensive research in this area of study. 
 
1.5  Outline Content of the Dissertation 
The dissertation is mainly divided into 3 parts as follows: 
Part 1: introduction   (Chapter 1) 
Part 2: Literature Review  (Chapter 2, 3 & 4 ) 
Part 3: The Research   (Chapter 5, 6, 7 & 8) 
 
Part 1: Introduction 
Chapter 1 Introduction  
 It is the introduction of the dissertation. Structure of the dissertation will be 
described. The research background, objectives, importance of the research and 
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methodology will also be stated out.  
 
Part 2: Literature Review 
Chapter 2 Quality and Total Quality Management  
 Chapter 2 reviews literature on total quality management (TQM) and quality. 
In order to have a better understanding of the terms, definitions, concepts as well 
as key elements of quality and quality management are studied. Comparison 
between quality assurance and TQM will also be discussed. Literature reviews on 
the development of TQM in Hong Kong’s construction industry will be summarized 
in this chapter.  
 
Chapter 3 Culture and Organizational Culture 
 This part reviews literature concerning organizational culture. Definition, 
concepts and characteristics of culture are reviewed first, which is following by the 
definition and dimensions of organizational culture. Competing values and 
competing values framework will also be introduced. 
 
  - 11 - 
Chapter4 Relationship between Total Quality Management,   
Organizational Culture and Leadership Style 
 Literatures on the relationship between TQM, organizational culture and 
leadership style are reviewed under this chapter. The concepts are studied under 
the competing values framework. As some scholars believe that leadership may 
also affect the implementation of TQM in an organizational, the role of leadership 
in creating a quality culture will be reviewed. Besides, theory of behaviour is 
reviewed as the success of TQM is actually depends on the organizational 
behaviour. 
 
Part 3: The Research 
Chapter 5 Research Design 
 In chapter 5, the research design is discussed. Methods used for the 
research, data collection, target group and questionnaire sets are explained here. 
 
Chapter 6 Analysis 
 Data collected from target group will be analyzed. The organizational culture, 
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TQM attainment level and the leadership style of responded companies are 
studied.  
 
Chapter 7 Discussion 
 Discussion will be made based on the data analysis carried out in chapter 6. 
The discussion is divided into four parts. Part one is about the TQM attainment 
level for the target companies. Part 2 is about the organizational culture profile for 
the responded companies. Part 3 is going to discuss the leadership style for the 
respondents. Last but not least, Past 4 is to discuss the linkage between TQM, 
culture profile and leadership style.  
 
Chapter 8 Conclusion 
 Chapter 8 summarized the analysis and findings in previous chapters 
together with a conclusion. Limitations of the research and recommendations for 
further research are also given.
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Chapter 2 Quality and Total Quality Management  
2.1 Introduction 
In order to study the relationship between TQM, organizational profile and 
leadership style, it is necessary to understand the meaning of TQM. 
As many people get confused of quality assurance (QA) and total quality 
management (TQM), differences between these two terms will be discussed in 
this chapter. Right before that, the definition of quality and concepts of quality 
which had been given by several quality gurus will be discussed first. It will be 
followed by the review on the definitions and principles behind TQM. It is because 
these may relate to the shared values within the company or its cultural profile, 
and which will be discussed in later session of this paper. After all, the 
development of TQM in Hong Kong’s construction industry will be discussed. 
 
2.2 Definition of Quality 
As mentioned in introduction, TQM is a term including the word ‘quality’, thus 
the word ‘quality’ should be defined first before any further explanation on TQM. 
  - 14 - 
‘Quality’ is a very abstract word. There are many definitions for this single 
word. Many people would say that ‘quality’ is a standard of products and services 
which customers expected to have.  
ISO (1994) defines quality as the totality of characteristics of an entity bears 
on its ability to satisfy stated and implied needs. According to Feigenbaum (1991), 
quality of product and service can be defined as the total composite product and 
service characteristics of marketing, engineering, manufacture and maintenance 
through which the product and service in use will meet the expectation of the 
customer. Juran’s (1999) interpretation for ‘quality’ is quite different from 
Feigenbaum. Juran says that quality, on one hand, could mean features of 
products that should meet customer needs and thereby provide customer 
satisfaction; on the other hand, it could also mean freedom from deficiencies that 
freedom from errors requires doing work again or result in field failure, customer 
dissatisfaction, etc. He concludes that quality as fitness for use which demands 
quality of design, conformance, availability and adequate field service.  
By looking at the above definitions given by different parties, we can already 
notice that there are differences between the interpretations for the term ‘quality’ 
by different people, and thus, creating many more definitions for this term.  
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As a result, in order to conclude a definition of quality which would be used in 
this paper, concepts of different quality gurus are going to be further explained as 
they are regarded as the specialists in dealing with quality.  
 
2.3 Concepts of Quality Gurus 
It is necessary to have a fundamental concept on quality management before 
we are going to have a comprehensive understanding of TQM.  There are 
several well-known gurus in the field of quality management, like Deming and 
Juran. Their ideas have been applied to many companies, especially for those in 
the manufacturing field. Such quality management practice can also be applied in 
construction industry. The concepts of those quality gurus will be reviewed one by 
one as follows. 
 
(1) William E. Deming 
 After the Second World War, Deming was invited to Japan in the early 1950s 
to teach his philosophy on the quality management process (Walton, 1989). The 
organizations which follow Deming’s ideas achieved rapid economic growth and 
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rebuilt their industries. As Walton (1989) remarks, the managers who found 
themselves in control of post Second World War Japanese Industry have lost 
everything in the war and had nothing to lose. Thus they were willing to try 
Deming’s new philosophy.  
 Deming’s efforts in the field of quality management in Japan led to the 
Deming prize for quality. The main ideas suggested by Deming include statistical 
process control (SPC), Deming Cycle and his 14 points of management. 
 According to Deming (1993), every single task is subjected to some 
variations that eventually lead to problems and inconsistencies in quality. The 
aim of using SPC is to continuously improve the process so as to reduce 
variations. The lesser the variation is, the more the process is under-controlled, 
the more likely to success in producing the intended results. The variation can 
either be within the control limit, in which it has common cause, or it goes beyond 
the control limit, in which it has special cause. Common causes are those which 
provide most of the variation (more than 90%) and are due to the way that the 
process has been set up. Therefore, only managers responsible for designing 
the process can eliminate the variations. Deming (1993) estimated that 
management was accountable for up to 94% of the potential improvement. 
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 Apart from the SPC, Deming has also introduced the Deming 
Plan-Do-Check-Act (PDCA) cycle. (Logothetis, 1992) It helps to solve 
elementary problem and thus becomes the basis for many sophisticated analysis. 
It consists of four steps which should be applied continuously and repetitively to 
every single task such that past mistakes are not repeated.  
 The continuous improvement of processes is driven as follows: 
 Plan: An activity is planned before implementation; Data is collected to select 
   the best way of implementing the task 
 Do: The plan is implemented 
 Check: The results of the effort are observed and analyzed against the plan 
  Act: corrective action, following the learning that has occurred, can be   
      incorporated into future planning of tasks.  
  (Ho, 1999; McCabe, 1998) 
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Figure 1 The Deming Plan-Do-Check-Act cycle 
(Source: Dale, B.G. and Cooper, C. (1992) Total quality and human resources: an 
executive guide.) 
  
 The most well known contribution of Deming is his list of 14 points for 
management. According to Deming (1986), the fourteen points form a basis for 
transformation in current practices of Western management to quality culture. 
Every individual will work together to bring about changes and improvements for 
the organization. The fourteen points are shown in table 1. 
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TABLE 1 Deming’s 14 Points 
 
1. Create constancy of purposes for improvement of product and service. 
2. Adopt the new philosophy; outlaw mistakes and negativism; develop 
teamwork. 
3. Cease dependence on mass inspection; quality comes not from 
inspection but from improvement of the process; build-in quality. 
4. Stop awarding business on price-tag alone; purchasing departments must 
seek the best quality, not the lowest price, and try to achieve it with a 
single supplier in a long-term relationship. 
5. Improve constantly and forever the system of production and service; 
management’s job is to look continually for ways to reduce waste and 
improve quality. 
6. Institute training and retraining- learning is as important as producing. 
7. Institute leadership- in place of management by dictate- help coaching 
everyone to do a better job. 
8. Drive out fear- fear of asking questions or taking responsibility. 
9. Break down barriers between staff areas- different departments often 
work not for the same goal but in competition. 
10. Eliminate slogans, exhortations and targets(e.g. ‘zero defects’). 
11. Eliminate numerical quotas- they usually guarantee inefficiency. 
12. Remove barriers to pride of workmanship (e.g. merit rating). 
13. Institute a vigorous programme of education and retraining- self 
improvement on a broad basis. 
14. Take action to accomplish the change; a top management team with a 
plan of action is needed to carry out the quality mission by leadership- 
support is not enough. 
(Source: Hellard, R.B., (1993) Total quality in construction for the future.)  
From these 14 points, three fundamental principles are established and 
formed the Deming triangle. These three principles are about management 
commitment to improvement, improving interrelationships and applying statistical 
methodology. See figure 2.  
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Figure 2 Deming’s triangle 
(Source: Logothetis, N.(1992) Managing for total quality: from Deming to Taguchi 
and SPCl) 
 
This triangle is very useful to many organizations nowadays and it has been 
adapted by many other quality expertises to have a further elaboration on the 
quality principles. 
 Deming has also defined the deadly sins and diseases which cripple virtually 
in an organization for a successful management. These deadly sins and diseases, 
as listed in table 2, help companies to identify what should be avoid for the quest 
of the quality. 
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TABLE 2 Deming’s Seven Deadly Diseases 
 
1. Lack of constancy of purpose. 
2. Emphasis on short-term profits. 
3. Evaluation of performance, merit rating, or annual review. 
4. Mobility of management. 
5. Running a company on visible figures alone 
6. Excessive medical costs 
7. Excessive costs of liability 
 (Source: Deming, W.D. (1986) Out of the crisis: quality, productivity and 
competitive position) 
 The 14 points for management and the deadly sins and diseases as 
mentioned are useful not only in manufacturing industry, but the construction 
industry as well. With continuous improvements and more flexible working 
environment, it is possible for the construction industry in Hong Kong to provide a 
better living environment.  
 
(2) Joseph M. Juran 
Juran, like Deming, also invited to conduct seminars in Japan in 1950s. He 
concentrated to convey his message to those who considered by him as in the 
best position, who actually influence improvement within an organization, which 
are the middle management and quality professionals.  
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Unlike to Deming, Duran’s teaching is less statistically driven. Juran focus on 
quality trilogy and on goal-setting approach towards increased conformance, 
which is guided by the costs of quality. His teaching emphasizes on management 
with variation, continuous improvement, optimization of the total system etc. He 
believes that the project-by-project basis could help in solving problems and 
making improvement in an organized structure. In order to attain quality, Juran 
suggests beginning with establishing vision of an organization, together with 
policies and goals. His main ideas are the ten-steps to quality improvement and 
the Juran Trilogy (Juran, 1988). 
Juran (1988) developed his quality message around the following ten steps: 
1. Create a management philosophy of quality, and awareness of the 
need and opportunity for quality improvement  
2. Set goals for continuous improvement on a project-by-project basis 
3. Build an organization to achieve goals by establishing a quality council, 
identifying problems, selecting a project, appointing teams and 
choosing facilitators 
4. Establish a programme of training and education 
5. Complete projects, find problems, and solve them on a 
project-by-project basis 
6. Communicate the progress of quality improvement 
7. Recognize those who have contributed to the progress 
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8. Communicate results 
9. Keep a record of successes 
10. Incorporate annual improvements into the company’s regular systems 
and processes, and thereby maintain momentum 
For managing quality, three of those managerial processes are considered to 
be the Juran Trilogy, they are quality planning, quality control and quality 
improvement. The Trilogy is shown in figure 3.  
 
Figure 3 Juran Trilogy 
(Source: Juran, J.M. (1999) Juran’s quality handbook) 
These three processes are interrelated. Juran believes that quality does not 
happen by chance, but plan. And after the plans have put in place, they must be 
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continuously monitored. Juran agrees with Deming that every process should be 
better under control and that management must take responsibility for at least 
80% of problems that occur during production (Juran, 1999). According to Juran, 
quality improvement is the desired consequence of the other two elements of the 
trilogy. Once improvement starts to occur, the senior management should 
consider ways in which all parts of the organization can be improved by better 
systems.  
 
(3) Philip B. Crosby 
Crosby is best known for the concept of “zero defects”. He is a management 
consultant and famous in his books Quality in Free and Quality without Tears. His 
central message was “doing things right first time”.  
“Quality is not only free, it is an honest-to-everything profit maker……If you 
concentrate on making quality certain, you can probably increase your profit by an 
amount equal to 5 to 10 percent of your sales. That is a lot of money for free.” 
(Crosby, 1979) 
Crosby regards quality products to be something which satisfy customer’s 
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requirement. He proposed 14 steps to achieve “zero defects” in his quality 
programme. Similar to Deming’s and Juran’s teaching, Crosby emphasizes top 
level commitment, communication, education and training, formation of quality 
improvement teams, recognition, etc. According to Hellard (1993), Crosby’s 
programme can be summarized as “four absolutes of quality”, which are: 
1. Quality is defined as conformance to requirements, not as “goodness” or 
“elegance” 
2. Quality improvement is based on prevention rather than detection. 
3. Quality performance standard is “zero defects”. 
4. Measurement of quality is the price of non-conformance. 
Crosby has also mentioned about the quality vaccine which can help to cure 
and prevent the illness of low quality. He considers a successful implementation of 
quality management should include integrity and dedication to customer 
satisfaction, with a company-wide system having designed policies and 
operations which could improve the quality through communication and 
achievement. These three elements formed the Crosby’s triangle which is similar 
to Deming’s Trilogy. See figure 4.  
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Figure 4 Crosby’s triangle  
(Source: Logothetis, N. (1992) Managing for total quality: form Deming to 
Taguchi and SPC) 
 
(4) Armand V. Feigenbaum 
Feigenbaum believes that quality must be designed and built into a product, in 
which the concept has to be applied in all stages throughout the production and it 
is a kind of total approach to quality which involves every individual in all stages.  
Principles of total quality stated by Feigenbaum are similar to those mentioned 
by Deming and Juran. In his definition for total quality system, it stated that a total 
quality system is the agreed companywide and plant wide operating work 
structure, documented in effective, integrated technical and managerial 
procedures, for guiding the coordinated actions of the workforce, the machines, 
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and the information of the company and plant in the best and most practical ways 
to assure customer quality satisfaction and economical costs of quality 
(Feigenbaum, 1983). 
The above definition states the importance of meeting customers’ satisfaction, 
and to further, economical costs are also considered as an important factor in 
construction industry as the cost of implementing TQM is high. Feigenbaum 
believes that quality costs are the foundation for quality system economics. 
Without any capital, an organization could not implement any quality programme. 
He mentioned that cost of quality should not be neglected and if there is a proper 
quality planning and prevention activities, several costs like failure costs and 
appraisal costs could be reduced.  
 
(5) Kaoru Ishikawa 
Ishikawa is a Japanese pioneer who invents certain quality tools such as the 
fishbone cause and effect diagram. He believes that proper quality control 
education should be taught to everyone in an organization.  
The fishbone diagram was first developed in 1943, which implied different 
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factors could affect the goal achievement. Figure 5 below shows the fishbone 
diagram. This is used to help the companies in analyzing process problems. 
  
 
Figure 5 Ishikawa’s Fishbone Diagram  
(Source: Zemke, R. (1993) A bluffer’s guide to TQM, Training) 
  
 Ishikawa also considers open-group communication and participation are 
critical to the success of TQM. He is not just only emphasis on quality control for 
the final product, but for management, post-sales service and the whole 
organization as well.  
 
  - 29 - 
(6) Genichi Taguchi 
Taguchi is well-known for his statistical engineering approach to quality control 
which encompasses a number of relatively advanced mathematical techniques 
such as the use of experimental design for quality control. 
“Taguchi method” is regards as a further step in traditional statistical process 
control and is employed by many manufacturing companies worldwide. The 
central philosophy to the definition of quality is in stark contrast to common 
concepts such as “fitness for use” or “customer satisfaction”, but a lack of quality 
represents a “loss to society” (Taguchi, 1986). Taguchi thinks of helping society, a 
manifestation of Japanese culture habits that reflect the inclination towards 
uniformity, harmony, and predictability. 
The “loss to society” is measured by a “loss function”, a mathematical 
expression helpful for decision makers in understanding the impact of quality on 
monetary profitability and loss.   
 
From all the above reviews, although not all quality gurus agree on every point 
made by one and others, one thing which is in common is that they recognize 
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there are no short cuts to quality and no quick fixes. Full commitment and support 
from top, extensive training and participation of all employees are necessary to 
achieve improvement.  
 
2.4 Total Quality Management 
As the market demand is changing everyday, in order to survive, it is 
necessary for organization to make changes in response to the market change. 
There are different types of organizational change initiatives, like downsizing, 
reengineering, TQM and etc. These initiatives will be discussed in this section. 
The eyesight of this section will then be putting on TQM. The more detail 
explanation, definition and key concepts of TQM will be given. 
 
2.4.1 Organizational Change Initiatives  
As mentioned in introduction, in order to survive and meet the market 
demand, different organizations used in different management approaches to 
solve their existing management problems.  
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There are three common organizational change initiatives adopted by most of 
the organizations, they are downsizing initiatives, reengineering initiatives and 
TQM initiative. 
(i)  Downsizing  
It is a way to improve company’s productivities, efficiency, 
competitiveness as well as effectiveness by making the size of the company 
from larger or moderate one into the smaller one. Downsizing applies in the 
construction industry in the way that some contractors may split some 
specific tasks to its new company, as affiliated specialist contractor, which is 
similar to sub-contracting. However, communication problems between the 
companies may arise when handling a project. The work done may have a 
better quality without sub-letting the tasks. 
 
(ii)  Business Process Reengineering (BPR) 
BPR is an approach which enhances the performance of the companies. 
According to Hammer and Champy (1993), BPR is the fundamental 
rethinking and radical redesign of business processes to achieve dramatic 
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improvements in critical contemporary measures of performance such as 
cost, quality, service and speed. Similar to Hammer and Champy, Petrozzo 
and Stepper (1994) believe that BPR involves the concurrent redesign of 
processes, organizations, and supporting information systems to achieve 
radical improvement in time, cost, quality and customers’ regard for the 
company’s products and services. 
This approach is commonly adopted by manufacturing industry, but 
seldom in the construction industry as many construction projects are 
functioned under traditional contracts where management procedures are 
difficult to be changed right from the beginning. Therefore, other methods 
may be chosen to adopt in construction companies. 
 
(iii) Total Quality Management (TQM) 
TQM is used to improve company’s performance continuously by setting 
up some quality initiatives. The focus of TQM is based on the changes in 
organizational culture which drive the entire effort to reduce the cost of 
implementation and will later instil a continuous mindset. 
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In some sense TQM is similar to BPR. They are both focused on 
continuous improvement process with benchmarking. Besides, they are 
necessary to have embedded with cultural change for a success and could 
have their own performance measurement (Amrik al et., 1999).  
There are also some differences between BPR and TQM. As mentioned 
by Cao and Zhang (2002), TQM creates an atmosphere in which things have 
been done correctly will become the goal, while under BPR, it seeks radical 
rather than merely continuous improvement. It escalates the efforts of TQM 
which make process orientation a strategic tool and a core competence of the 
organization.  
Beside, TQM is quite different from reengineering. According to Gero 
(1999), TQM focuses on people and their involvement and receptivity to 
continuous change while reengineering focuses on technology and a fresh 
start.  
  
 Competition is worldwide nowadays, the market always demands for a better 
understanding on what the customers want, and so to provide certain goods and 
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services with high quality and at a cost which is as low as possible. 
 In order to survive, companies should think something more beyond the 
customers need. They also need continuously improve their technological, 
political and social skills. The well-planned management is the key for survival, 
while the ultimate idea behind is to manage for total quality, effectiveness and 
competitiveness which need everyone’s involvement, and which is what we called 
the Total Quality Management approach. 
 Some construction companies in Hong Kong adopt TQM in stead of BPR as 
they think BPR is not applicable in construction companies which used to have 
complicated building projects. So what actually the TQM is? The following will 
review the definition and concepts of TQM. 
 
2.4.2 Definition of Total Quality Management 
“TQM means different thing to different people” (Ahmad and Sein, 1997). 
Different scholars have different interpretation of TQM, though they tend to 
include similar features.  
The official definition provided by International Standardization Organization 
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(ISO, 1994) is TQM is a management approach, centered on quality, based on the 
participation of all members and aiming at long-term success through customer 
satisfaction.  
Kelemen (2003) says that TQM is a philosophy and practice of management 
which aims to satisfy the customers by means of employee involvement, 
consistent leadership and continuous improvement. In so doing, it brings together 
a number of hard and soft technologies of quality management.  
One of the most accepted definitions of TQM, proposed by Hofstede (1991) 
incorporates both hard and soft element; accordingly, TQM is a business 
discipline and philosophy of management which institutionalized company-wide 
planned and continuous business improvement through employee participation 
and involvement with the purpose of satisfying the customers in the marketplace. 
According to most TQM approaches, top management commitment, continuous 
improvement through scientific knowledge and employee involvement constitute 
the three fundamental pillars of TQM.  
Ho (1999) regards TQM as to integrate effort for gaining competitive 
advantage by continuously improving every facet of an organization’s activities. 
He defines TQM by looking into the meaning of every single word, in which “Total’ 
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= Every one associated with the company is involved in continuous improvement 
(including its customers and suppliers if feasible); “Quality” = Customers’ 
expressed and implied requirements are met fully; and “Management”= 
Executives are fully committed. 
 In Logothetis (1992), TQM is a culture; inherent in this culture is a total 
commitment to quality and an attitude expressed by everybody’s involvement in 
the process of continuous improvement of products and services, through the use 
of innovative scientific methods. 
Another definition by Lindsay and Petrick (1997) saying that TQM is a set of 
philosophy and concepts by which management systems can be directed to the 
efficient achievement of the organization’s objectives to assure ongoing, 
comprehensive customer satisfaction and maximum stakeholder value. 
From the above definitions, though the wordings used by each scholar may 
be different, we can conclude that TQM is a continuous improvement 
management approach by improving not just the final products but performance of 
every process and everyone within the organization, as to gain competitive 
advantages for its own organization.  
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2.4.3 Key Elements of Total Quality Management 
Like the definition, there does not have a definite set of key elements of TQM 
as different people may have their own interpretations. The European 
Construction Institute (ECI) has provided a comprehensive set of key elements of 
TQM. In which ECI (1993) suggests twelve key objectives that need to be 
achieved in order to attain total quality in construction. These twelve objectives 
altogether form the word “CONSTRCUTION”, and they are listed as follow: 
C– Commitment and Leadership by Top Management at Location 
O– Organized Process and Structure for TQM 
N– Necessary Business Performance  
S– Supplier Relationships (Internal and External) 
T– Training; Awareness, Education and Skills  
R– Relationships with Internal and External Customers 
U– Understanding, Commitment and Satisfaction of Employees 
C– Communications 
T– Team-work for Improvement 
I – Independent Certification of Quality Management System 
O– Objective Measurement and Feedback 
N– Natural Use of TQM Tools and Techniques 
(Source: ECI (1993) Total quality in construction: measurement matrix and 
guidelines for improvement)  
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 C– Commitment and Leadership by Top Management at Location 
 TQM is a culture and philosophy which permeate an organization as the 
method of management. Top management commitment is one of the major factors 
determine the success of TQM implementation. According to Arditi and Gunaydin 
(1997), TQM can thrive only when senior management places TQM in a top 
priority with fully understanding of it. By then the senior management can motivate 
the employees and lead the organization to reach a higher quality standard.  
 
O– Organized Process and Structure for TQM 
 A well structured strategic quality planning is necessary in the overall TQM 
process for continuous improvement as well as a guideline for TQM 
implementation. All planning process should be integrated with all the key quality 
requirements and run with the top-down approach. It shall consist of the 
organization’s goals, strategies, short-term as well as long term plans and how 
quality and operational performance are to be deployed to work units (Yong & 
Wilkinson, 2001).  
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N– Necessary Business Performance 
 Many quality improvement initiatives lose sight of business focus. Thus, by 
comparing company’s performance against its local targets, financial or otherwise 
with that of another is a reflex action of TQM (Bank, 2000).  
 Benchmarking is commonly adapted to measure business performance as it 
is a useful tool by providing realistic goals which have been achieved by other 
companies (Kubal, 1994).The mechanism of benchmarking is by measuring, 
recording and evaluating company’s progress towards particular quality goal 
against another company’s ability in that same progress as to discover the best 
practice and adopt it.   
 
S– Supplier Relationships (Internal and External) 
 As the quality of any stage in a process is dependent upon the one in 
previous stages, relationship among the parties who involved in the business, 
including suppliers, processors and customers, affects the quality of the final 
product. (Arditi and Gunaydin, 1997) Martinez-Lorente et al. (1998) claims that 
quality is more important than price when selecting suppliers. Close and long-term 
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relationship with suppliers is important as it enables the company to improve the 
quality of products.  
 
T– Training; Awareness, Education and Skills  
 According to ECI (1996), training is becoming increasingly recognized as 
essential. Training must be targeted for everyone as it is every individual’s 
responsibility to improve quality (Iami, 1986). To ensure a high quality cost 
effective result, staff need training in their necessary job and behavioural skills, 
safety and environmental awareness, as well as in TQM tools and techniques 
(Smith, 1988) 
 
R– Relationships with Internal and External Customers 
 As mentioned, the success of TQM requires the involvement of all related 
parties, which includes customers. Like the relationship with suppliers, company 
shall build up a long term relationship with its key customers. Customers can be 
either internal, like employees, departments within an organization, etc, or 
external, like contractors, clients, etc, which the needs of internal customers must 
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be satisfied first before providing the quality services to the external one (Arditi 
and Gunaydin, 1997).  
 The relationship between the involved parties in construction industry can be 
explained by Juran’s “triple role” concept. The concept map is shown in figure 6.  
 
Figure 6. Juran’s Triple Role concept  
(Source: Arditi, D and Gunaydin, H.M. (1997) Total quality management in the 
construction process)  
 Quality in each phase within a construction project is important for the overall 
quality performance. In the construction industry, architect is the customer of the 
client, which is the owner, as architect has to ask owner’s project requirements in 
order to work on the design. On the other hand, architect is also the supplier of the 
contractor as he has to provide plans and specifications to contractor before 
construction start. And at the end the owner is the contractor’s customer as 
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contractor has to provide the final product, which is the building to the owner. 
 
U– Understanding, Commitment and Satisfaction of Employees 
 A successful TQM implementation does affect by the attitude taken by staff in 
the implementation process. It is difficult for the employees to demonstrate their 
commitment to quality through action if they do not understand the underlying 
principles and elements of TQM (Oberlender, 1993).  
 McBride and Clarke (1996) believe that empowered workforce is essential for 
any TQM programme, but according to McCabe (1998), employees must be 
trained before being empowered. Empowerment gives the employees greater 
control over decision making, problem solving, action planning and goal setting, in 
which liberating creativity and innovation. Improving quality may result once the 
employees gain a higher job satisfaction.  
 
C– Communications 
 A well defined system is essential to enable rapid dissemination and 
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feedback of management and staff views, proposals and actions. The system 
needs both formal and informal channels and needs some co-ordination (ECI, 
1996). All related project information must be available to all staffs on an 
immediate basis as to allow decisions to be made promptly (Spenley, 1995), while 
like what Kubal (1994) said, open communication is thus necessary for any 
effective quality management improvement process, and it is believed that with 
such open and accessible communications, adversarial relationship and mistrust 
can be removed from the construction site and as a whole, in the industry. 
 
T– Team-work for Improvement 
 Teamwork is a key concept in TQM (Bank, 2000) where group achievement 
out-weighted individual praise. The quality teams provide companies with the 
structured environment necessary for the continuous implementation of TQM, 
while quality training is conducted and continuous improvement process executed 
through a well-planned team structure. Ultimate goal of team approach is to get 
everyone involved in the TQM process, no matter he/she is the contractor or 
designer or the owner, therefore the team approach can be applied at any levels 
within a company.  
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I – Independent Certification of Quality Management System 
 According to ECI (1996), Quality Management System provides the 
backbone for a TQM process and full independent certification provides 
recognition of the quality management system. The ISO 9000 series developed by 
the International Standards Organization (ISO) is one of the examples. 
 
O– Objective Measurement and Feedback 
 As considered by Crosby (1967) and Juran (1988), the cost of quality is the 
objective tool for measuring quality. According to Oberlender (1993), quality costs 
consist of the cost of prevention, review and deviation. Prevention costs are 
resulted from activities used to avoid deviations or errors, while review costs 
consist of costs incurred from activities used to determine whether a product or 
process conforms to prescribed requirements. Deviation costs are those resulting 
from not meeting the requirements.  
 Martinez-Lorente et al(1998) mention that in order to monitor the quality 
improvement, quality information has to be readily available while all records on 
quality indicators have to be kept and fed back. 
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N– Natural Use of TQM Tools and Technique 
 To a TQM company, the TQM tools would be used naturally without 
consideration. The Cause-and-Effect diagram, flowchart, histograms and Pareto 
diagrams are the most commonly used TQM tools (Kume, 1985). These tools are 
used to identify the causes of quality problems, to communicate in precise 
language which can be understood by all staffs.  
  
 The above key objectives give a comprehensive version on TQM. Each of 
them is critical to the success of TQM implementation and they should all be 
developed in the same pace. In order to determine organizations’ progress 
towards the achievement of Total Quality, these objectives are transformed into 
matrix which will be adopted in the questionnaire of this research paper. 
 
2.5 Comparison between Quality Assurance and Total Quality 
Management 
 According to Hellard (1993), TQM has been described as the third industrial 
revolution, which has emerged from a rapid development in the third quarter of the 
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twentieth century. Some people many get confused of quality assurance (QA) and 
TQM but actually they are not the same. The following is going to discuss the 
evolution of TQM and follow by the comparison on QA and TQM. 
 
2.5.1 Evolution of Total Quality Management 
 As noted by Micklethwaite and Wooldridge (1996), the concept of quality has 
been employed since the Second World War and it has gained increasingly 
important since 1980s. Quality has become a valuable and necessary pursuit for 
many companies, regardless the kind of industries they belong to. Juran (1988) 
mentions that although the need of quality has existed since the beginning of time, 
the ways and means of meeting the need for managing quality have changed 
dramatically. And it is believed by Hellard (1993) and Dale et al. (1994) that there 
are four stages of quality management, which are inspection, quality control (QC), 
quality assurance (QA) and total quality management (TQM).  
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Figure 7 Evolution of Total Quality Management 
(Source: Hellard, R.B.(1993) Total quality in construction for the future ) 
Stage 1: Inspection  
 According to ISO (1994), inspection means “activity such as measuring, 
examining, testing or gauging one or more characteristics of an entity and 
comparing these results with specified requirements in order to establish whether 
conformity is achieved for each characteristic”. Thus, inspection is used to prevent 
the delivery of imperfect or unsatisfactory products whenever possible.  
 It is still adopted by some construction companies, but it is neither efficient 
nor cost-effective. McCabe (1998) wonders if quality could be adequately 
controlled solely by inspection. The inspectors have to be very experienced and 
skillful in order to distinguish what was and what wasn’t satisfactory.  
 As there is an immediate effect of diluting the skills of the productive team, 
  - 48 - 
and the existence of inspectors is justified only if the inspectors find work which 
has to be rejected. It was stated by Ashford (1989) that inspection results in 
de-motivating the productive workforce and creating friction or bad feeling. 
 
Stage 2: Quality Control (QC) 
 ISO (1994) defines QC is an operational techniques and activities that are 
used to fulfill requirements for quality. QC is regarded as an extension of 
inspection. Inspection is recognized as being too late to remedy as it is applied at 
the end of the production line and the correction involves reprocessing with 
unnecessary cost. Therefore, QC has been developed which consists of the 
application of control procedures throughout the construction process.  
 QC requires collection of data in order to use statistical techniques. With the 
recorded date, trends can be generalized which shoe where certain problems are 
existing. However, QC is rarely used in construction. Alike to inspection, QC is 
corrective rather than preventive in nature. The quality controllers may not have 
incentive to rectify problems even of they know the cause of the faults and the way 
to prevent it (Ashford, 1989), and thus poor quality might result.  
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Stage 3: Quality Assurance (QA) 
 QA is all the planned activities implemented with the quality system, and 
demonstrated as needed, to provide adequate confidence that an entity will fulfill 
requirements for quality (ISO, 1994). 
 Inspection and QC are aimed to detect problems which have occurred and 
correct them. However, this approach is lacking of creative and systematic work 
activities, and planning and improvements are neglected, while the problems are 
not yet removed (Dale et al, 1994). Therefore, QA emerges as a proactive means 
of quality management. 
 QA allows workers with greater control over the task they carry out. The 
system is implemented whereby everyone is made responsible for the quality of 
his own work. It is the systematic examination of documentation through a 
paperwork management system (Hellard, 1993). It is usually achieved by using a 
recognized quality management system such as ISO 9000. It is tangible as it 
requires the use of written and documented producers to show the workers have 
complied with the instructions (McCabe, 2001) 
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Stage 4: Total Quality Management (TQM) 
 TQM is a holistic approach which aims at continuous improvement of an 
organization and to reduce and avoid problems occurring (ECI, 1996). It is similar 
to QA in the sense that they are both proactive and preventive in nature but TQM 
is less formal as there is no rule to follow. Details of TQM have been discussed in 
previous sections.   
 
2.5.2 Comparison between Quality Assurance & Total Quality Management  
 TQM is always following the implementation of QA, but such situation doesn’t 
imply as QA is failed, it is just a normal transition of quality management (McCabe, 
1998). As mentioned in previous section, TQM and QA both emphasize 
preventive measures; there are still numbers of differences.  
 The way that QA operates and focuses on is technical system. It is primarily a 
quality management system which emphasizes on the written formal procedures 
and work instructions as a guideline to employees. Internal as well as external 
auditions are carried out to identify if employees are complying with the 
requirements. It expects all employees will comply with these procedures and 
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instructions as to ensure works have been done properly. 
 However, besides technical system, an organization also consists of social 
system, and which is all about people. The social systems cannot be ignored as it 
is about how people behave and interact with each other. Therefore, a 
comprehensive quality management should consist of both technical and social 
systems. And this is TQM.  
 The two systems interact with each other through the adaptation of 
managerial processes which focus on all stakeholders needs, including customers 
and employees. Companies may not be just focus on those recognized quality 
certificates, but they probably involve and empower the employees to pursue 
continuous improvement and to satisfy customer needs. The major differences 
are summarized in Table 3.  
Table 3 Differences between QA and TQM 
Quality Assurance (QA) Total Quality Management (TQM) 
Part of quality improvement process A comprehensive continuous 
improvement process 
Not integrated with corporate strategy Integrated with corporate strategy 
Focus on technical system Interact of both technical and social 
system 
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A systematic approach Informal approach 
Influences attitudes and working 
environment 
Changes attitudes and working 
environment. 
Aims to ensure customers 
requirements are met every time 
Delight customers by the Right First 
Time attitude 
Seeks to reduce waste Seeks to eliminate waste 
Improvements is done by eliminate 
recurring problems 
Improvements is done by cultural 
change and eliminate the root of 
causes and constraints 
Clear procedures and guidelines are 
given to follow 
Full understanding of various business 
processes is necessary  
Provides quality records of all activities Uses quality reports for measurement 
Only certain departments/teams are 
responsible for quality 
All individuals are responsible for 
quality.  
 
 
2.6 Development and Implementation of Total Quality Management in Hong   
Kong’s Construction Industry 
 In order to understand more about the development and implementation of 
TQM in Hong Kong, apart from reviewing literatures, interview was conducted with 
consultants of a local quantity surveying firm as to obtain more information. 
 Since the early 1990s, contractors in Hong Kong were required by Hong 
Kong Housing Authority (HKHA) to obtain ISO9000 certification before they are 
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qualified to build any public housing projects under the performance assessment 
scoring system (PASS). According to the interviewees, the ISO9000 requirement 
is focused on “do it right at the first time”. There are 20 clauses in the requirement 
list with clear description on process control and verification of work. However, it 
was argued that ISO9000 may be applicable in manufacturing industry but not in 
construction as the former is machine-oriented and the latter is labour-oriented 
where the labour intensity would be vary a lot in different projects. It was also 
argued that the PASS system can not help in improving quality as the listed 
requirements are the baseline only, workers would rarely have intension to work 
beyond the required standard, which may not necessarily be the customers’ 
requirement.  
 As the PASS system was claimed to be effective over quality control but not 
effective enough for quality improvement, people were looking for other effective 
quality management approaches, which come up with TQM. 
 Actually TQM is not a new management concept in Hong Kong’s construction 
industry. While the PASS system was exercising, some contractors had adopted 
TQM as they believed that continuous quality improvement as a whole is 
beneficial to the companies. Though TQM has been adopted for more than ten 
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years in Hong Kong’s construction industry, one can still notice that several 
serious construction incidents occurred which indicated the poor building quality, 
like the “short piling incident” in 2000. 
 Implementing TQM consists of integrating the common values of everyone in 
the construction companies. Resources will be wasted and the ultimate goals can 
never be achieve without knowing and understanding the concepts behind TQM. 
There shall be ways for having a real success in TQM implementation, but so far 
this has not been mentioned by many researchers.  
 It was suggested by Gryna and Watson (2001) that to develop a positive 
quality culture within an organization can assist the success in TQM 
implementation. Concerning about this, there are five key behaviours. The first 
key behaviour is creation and maintaining the awareness of quality. Evaluation of 
current quality level is needed and should be noticed to everyone within the 
organization. The second one is presence of management leadership on quality. 
Leadership is inevitable in the quality culture development process. Managers 
have to plan and set out quality goals in strategic planning for quality and in which 
heading the companies to achieve the goals. The third is encouragement of 
self-development and empowerment. It is suggested that by setting up 
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self-controlled working tasks and job training can encourage staffs to committee 
for better quality. The fourth key behaviour is providing opportunities for employee 
participation to inspire action. This statement is very straight forward by saying 
that endless chance should be given to staffs and allow them to participate in 
quality achievements. The last one is providing recognition and rewards. It is 
important as a kind of esteem and encouragement to the employees, in which can 
inspire them for their performance on quality. 
 According to the research by Chu (2003) and Cheng (2005), the 
management understanding towards total quality in Hong Kong was still immature. 
Therefore, in later chapters, how TQM could be achieved successfully from the 
aspect of organizational culture will be studied and the management behaviour 
will also be invested.  
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Chapter 3 Culture and Organizational Culture 
3.1 Introduction 
There are many people do not consider culture as a crucial factor which can 
affect the society. The importance of culture is being ignored as many people are 
neither interested in it nor understand the meaning behind.  
As one of the aims of this paper is to find out the relationship between TQM 
implementation and organizational culture, besides reviewing the ideas behind 
TQM, it is necessary to understand the meaning of organizational culture. A better 
understanding of organizational culture would be obtained in this chapter by going 
through the underlying values of culture.  
 
3.2 Definition of Culture 
Kluckhohn (1951) defines culture as consisting of patterns, explicit and 
implicit, of and for behaviour, which are the ways of thinking, feeling, and reacting, 
acquired and transmitted mainly by symbols including embodiments in artifacts, 
traditional ideas and especially their attached values. Grounded on Klukhohn’s 
definition, culture systems may be considered as products of actions and as 
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conditioning elements of future actions.  
Meanwhile, Hofstede (1991) also relates culture to be thoughts, feelings 
which shared among people. He defines culture as the interactive aggregate of 
common characteristics that influence a human group’s response to its 
environment. According to Hofstede (1991), there are two types of culture, in 
which he called them culture one and culture two. Culture one means civilization 
or refinement of the mind; while culture two are for those patterns of thinking 
feeling, and acting, ordinary and menial things in life. And he treats culture as the 
collective programming of mind which distinguishes the members of one human 
group from another. 
Parsons (1992) points out that culture is transmitted, learnt and shared, which 
is the result of value systems, and behaviours and actions are influenced by 
culture. 
From these explanations, it can be understood that although no single 
individual will process all the cultural characteristics of the group to which one 
belongs, culture is a concept resting on the human collectivity level.  
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3.3 Characteristics of Culture 
After looking at the meaning of culture, in order to have a better 
understanding of it, the levels and dimensions of cultures are studied. These can 
help in knowing the impact of culture in effects with different management 
approach.  
Beyer and Trice (1993) look at culture with different perspectives. According 
to them, there are six descriptions about culture. To them, culture is: 
i. “collective”’ as culture cannot form by individuals acting alone but 
interact with one another; 
ii. “emotionally changed” since anxiety can be managed by culture while 
formation of culture should consist of emotion as well; 
iii. “historically based” as culture is developed by interacting and sharing 
among people along a certain period of time, therefore history cannot 
be ignored in every culture; 
iv. “inherently symbolic”, which is symbolic to emphasize expressive for 
culture identification; 
v. “dynamic” as it continuously changes over time; and  
vi. “inherently fuzzy” because culture is not monolithic single set of ideas, 
there are always confusion with ambiguities. 
While Beyer and Trice look at culture with different perspectives, some 
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scholars, like Schein, who study culture in accordance to different levels, in which 
level means the degree that people could observe the culture phenomenon. 
Schein (2004) divides culture into three levels. The surface level is artifacts, which 
is one can see, hear and feel. The middle level is espoused beliefs and values, i.e. 
strategies, goals and philosophies. The deepest level is the underlying 
assumptions, which are the ultimate sources of values action.  
Besides, Hofstede (1991) has carried out a cross national study on IBM Ltd 
as to compare different culture in respect to different organizations. He has 
identified five independent dimensions of national culture differences.  
 i Power distance: The extent to which the less powerful members of    
 organizations and institutions accept and expect that power is distributed 
 unequally. 
 ii Uncertainty avoidance: The degree of intolerance for uncertainty and 
 ambiguity. 
 iii Individualism versus collectivism: The extent to which individuals are 
 integrated into group.  
 iv Masculinity versus femininity: Which is assertiveness and competitiveness 
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 (men) versus modesty and caring (women).  
 v Long-term orientation versus short-term orientation: The thrift and  
 perseverance versus respect for tradition, fulfillment of social obligations. 
  Some organizations do not successfully implement some management 
approach, like TQM, as the approach they adopted does not match with their 
existing culture. Characteristics like dynamic and historically based, though are 
not from the mentioned definitions of culture, but they are important when 
considering the management approach such as TQM implementation and having 
cultural change within an organization.  
 
3.4 Definition of Organizational Culture 
Although the study of organizational culture is becoming increasingly popular, 
the cultural approach to organizations is still in its early stages. The term has been 
first mentioned in 1922. However focuses were put on it not until 1979, when 
Pettigrew (1979) wrote a famous paper on it. Afterwards, scholars started to 
discuss it and link it to every aspect in organizational management. 
Scholz (1987) says organizational culture is extremely vague and has been 
  - 61 - 
very little operated. A commonly accepted definition can hardly be found among 
the tremendous amount of literature. From his view, organizational culture is the 
implicit, invisible, intrinsic and informal consciousness which guides the 
behaviour. 
In line with the definition of culture given by Hofstede (2001), organizational 
culture is a collective programming of mind that distinguishes the members of one 
organization from another. Although there is no consensus about the definition of 
organizational culture, Hofstede believes that most scholars will agree that 
organizational cultures are holistic, historically influenced, related to 
anthropological concepts, socially constructed, soft and relatively stable. 
Schein (1983) based on his definition of culture and defined organizational 
culture as the pattern of basic assumptions that a given group has invented, 
discovered, or developed, in learning to cope with its problems of external 
adaptation and internal integration, and that has worked well enough to be 
considered valid, and therefore, to be taught to new members is the correct way to 
perceive, think, and feel in relation to these problems. 
Cameron and Quinn (1999) see organizational culture as those 
taken-for-granted values, underlying assumptions, expected collective memories, 
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and some definitions present in an organization. It represents how things are 
around here. It reflects the prevailing ideology that people carry inside their heads. 
From the above definitions, one can conclude that organizational culture is a 
set of meanings and understandings shared by the members of an organization. It 
can be passed on and learnt by the new members. It can also control the 
organizational behaviour such as thinking, feeling and acting. 
 
3.5 Dimensions of Organizational Culture 
 Hofstede (2001) has carried out a research to identify the dimensions of 
organizational cultures. The following six dimensions have been empirically found 
to distinguish organizational culture: 
  i Process-oriented versus results-oriented cultures: concern for technical and          
bureaucratic routines versus concern for job outcomes; 
  ii Job-oriented versus employee-oriented cultures: responsibility for job 
performance versus responsibility for members’ well-being; 
  iii Professional versus parochial cultures: identification of members with 
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profession versus identification with organization; 
  iv Open-system versus closed-system cultures:  openness versus closedness 
to internal and external communication and ease of admission to outsiders and 
newcomers; 
  v Tightly controlled versus loosely controlled cultures: formal and punctual 
versus informal and casual; 
  vi Pragmatic versus normative cultures: flexible versus rigid ways of dealing 
with the environment, particularly customers. 
 Hofstede (2001) said organizations are just like nations, which coping 
uncertainties in a similar way which use technology, rules and rituals. Rules are 
set for members and stakeholders within the organization to follow in order to 
protect against the uncertainty of independent judgment. Rituals can gather 
people and avoid uncertainty. Through meetings people can understand more 
about the organizations and so uncertainties avoided. 
 As different people have different expectations to the organization, level of 
individualism and collectivism will affect the degree of compliance with the 
organization’s requirements of different members and the types of persons who 
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will be admitted into positions of special influence in the organization. 
 Handy (1993) considers factors like history, ownership, size, technology, goal 
and objectives, environment and people, could influence the choice of culture and 
structure for an organization. Size of an organization is always considered to be 
the most important factor. Large organizations are more formalized and tend to 
develop specialized groups for systematic co-ordination. They may implement 
different management approaches in different co-ordinations in order to let the 
core organization to have a different culture without bring a low morale to 
employees, which is rather difficult to implement in small organizations. Young 
organizations tend to be more aggressive and independent with higher flexibility 
and adaptability than the old ones.  
 Since in this research, organizational cultures will be analyzed in 
classification of size, age and turnover, further explanation will be discussed in the 
later chapter. 
 
3.6 Competing Values 
 Value is implicit. It is difficult for people to see their contrasting views in it. 
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When people work under a dynamic environment which may not be easily notified, 
they may work blindly easily. According to Quinn (1998), values, motives and 
problem-solving style could reflect four notions of organizing and they have 
emerged closely parallel to four information-processing orientation. 
 In order to identify the culture profile of each construction company, 
competing values framework is used to set up the questionnaire for respondents 
to see how their values rank in different dimensions. In the coming section, 
competing values framework will be reviewed. 
 
3.6.1 Competing Values Framework 
 It was developed by several researchers and had been used to determine 
organizational effectiveness. It was firstly started with a list of indicators which is 
created by John Campbell and his colleagues in 1973. Those indicators were later 
analyzed and brought out as two major dimensions by Bob Quinn and Rohrbaugh. 
One of these dimensions differentiates effective organizing criteria from flexibility 
to stability; another differentiates from internal focus and integration to external 
focus and differentiation. The framework is called as competing values framework 
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(CVF) as each end of the dimensions is competing values with another; 
meanwhile, the two ends of each dimension are opposite to one another, the 
diagonal quadrants are having opposite values.  
 The two dimensions later form into four quadrants and each of them 
represents a distinct set of organizational style. These quadrants are deeply 
related and interwoven. Each of them has its own value, precisely showing the 
main organizational forms, and each of them will be opposite to one of the others 
and at the same time be a complement to the two remained. A point to note by 
Quinn (1998), the four quadrants represent values that precede the assumptions 
that people make about what is good and bad, the hidden values for whose need 
people, programs, policies, and organizations live and die. Such framework also 
matches the key management theories about organizational success which will 
further explain in later section. 
 
3.6.2 Four Types of Culture 
The four types of culture, according to Cameron and Quinn (1999) are clan, 
adhocracy, market and hierarchy. See figure 8. 
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Figure 8 The four cultures in the competing values framework 
(Source: Cameron and Quinn(1999) Diagnosing and changing organizational 
culture) 
i Clan Culture 
 Clan culture emphasize on teamwork, employee involvement programs and 
corporate commitment to employees. People working in have shared values and 
goals, with coherence, participation and the sense of “we-ness”. Internal climate 
and concern for people are the two main focuses of success. 
 It is assumed that the environment would best be managed through 
teamwork and employee development. Organizations with clan culture are 
developed on human relationship. Managers empower and facilitate staffs to 
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participate, commit and be loyal, which would ultimately lead to an individual 
development with high cohesion and morale within the organization.  
ii Adhocracy Culture 
 It emphasizes on individuality, risk taking and anticipating as everyone needs 
to be involved with production, research and development. Therefore temporary 
units may set up to accomplish a task and disintegrated when the task is finished. 
 Organizations with such culture are likely to be adaptive, flexible and 
innovative, but bear a higher risk with greater uncertainty compared with 
organizations with other cultures.  
iii Market Culture 
 There some basic assumptions under this culture, like, external environment 
is hostile, consumers are looking for their own interest which they value, and 
organizations are competitive with each other. Therefore organizations in this 
culture are result-oriented and aiming at creating competitive advantages against 
their competitors. People are working under competition and lead by hard-driving 
leaders. In long term, this kind of culture concerns competitive actions and 
achieve stretch goals and targets.  
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 iv Hierarchy Culture   
 It is a formalized and structured working environment. There are seven 
characteristics given by Weber (1974), which are rules, specialization, meritocracy, 
hierarchy, separate ownership, impersonality and accountability. He believed 
these could accomplish the organization to produce goods and services efficiently 
in an increasing complex society. Organizations with this kind of culture usually 
have internal rules and policies to govern the employees’ work. Leaders are acted 
as coordinator to monitor the employees. In long term, such culture facilitates a 
stable, predictable and efficient environment for the organization.  
 By understanding the characteristics of each of the culture, one can notice 
that different organizations with different culture would have different working 
environment, work attitude, leadership style, etc. As different organizations may 
have different cultures, the same management approach may be workable in one 
company but not another, it is necessary for organizations to understand their 
culture profiles. 
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Chapter 4 Relationship between Total Quality Management, 
Organizational Culture and Leadership Style 
4.1 Introduction 
 As mentioned before, the success of TQM implementation is affected by the 
values and behaviours of people, working environment, leadership style, working 
attitude, etc. After obtaining the concepts of TQM and organizational culture, the 
relationship between TQM, organizational culture and leadership style is going to 
be discussed in this chapter. In order to understand what will affect the behaviours 
of people in the organization, the theory of behaviour in organizations will also be 
studied.  
 
4.2 Stimulus-Organism-Response Sequence 
 Most organizations are viewed as open systems as they take the outputs 
from other systems from the external environment, i.e. their inputs, and transform 
them into outputs as to achieve their companies’ objectives (Mullins, 1996). 
Walker (2002) regards such system having a permeable boundary as there is 
import and export between the system and its environment. Therefore, the 
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behaviour of the individuals within an organization is actually affected by both 
inputs and outputs. The stimulus-organism-response (S-O-R) sequence proposed 
by Naylor (1996) is a fundamental concept when studying behaviour.  A detailed 
schematic representation of the S-O-R paradigm is shown in figure 9.  
Figure 9 Stimulus-Organism-Response (S-O-R) Paradigm 
(Source: Adopted from Fang al et.(2003) The power paradigm of project 
leadership) 
 In the S-O-R paradigm, stimuli from the external environment stimulate the 
organism, which is the individuals, and letting individuals to have different 
response. These responses by then act as stimuli and produce another response. 
The cycle loops and the responses are after all become the stimuli of both 
individuals and the organizations, together with ongoing stimuli from the external 
environment which finally produce behaviour.  
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4.3 Culture as a Stimulus 
 Liu and Zhang (2004) claim that organizational culture can be taken as the 
stimulus of the adoption of various behaviours in the organization. As mentioned 
in previous chapters, culture is values shared among individuals. It could affect 
the attitude and guide the behaviours of the individuals. New comers may bring 
new beliefs and assumptions which may affect the current shared underlying 
values inside the company.  
 In Hong Kong, immature development of quality culture in construction 
industry may be a reason why even some contractors implement various quality 
strategies, having good relationships with their customers and suppliers, etc. they 
may not obtain a desirable performance. Lack of quality awareness among the 
workers where somebody has changed his mind-set on quality while some other 
has not, the things won’t be worked still. It is believed that the construction 
industry should rely on all members as a whole to provide and achieve quality 
performance while the organizational culture should be established by having 
shared values among all members. 
 In the case of construction industry, TQM implementation can be regarded as 
the behaviour performed by the organizations after certain stimulation occurred, 
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likes changes in environment or organizational culture, etc. Therefore culture 
could then be regarded as a stimulus. So far culture has not been proved to be 
correlated with TQM implementation. Therefore this paper is going to find out if 
organizational culture is a matter affecting the attainment level of TQM in Hong 
Kong’s construction industry. 
 
4.4 Culture Change 
 Schemas are dynamic in nature as information is kept on increasing and 
expending. As schema is one of the underlying concepts of culture, this implies 
culture is also dynamic. But what is the meaning of culture change.  
 Deal and Kennedy (1982) define culture change as something about real 
changes in people’s behaviour throughout the organization. Beyer and Trice 
(1993) describe it is something refers to planned, more encompassing and 
substantial kinds of changes, which involves a breakthrough from the past and 
disrupts the culture continuity. Hofstede (2001) believes cultures are extremely 
stable over time and it is not easy to change a culture, especially the national one. 
 Culture change requires people to change their mindset if certain 
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implementation of philosophies, like TQM, is wanted to be successfully 
implemented to the organization. New learning and adaptation is required to 
comply with the changing environment. Schein (2005) regards culture as a natural 
evolution as there is always constant pressure, which is the changing external 
environment, given on any culture for growth and evolvement, and may lead the 
organizations to become more competitive.  
 On the other hand, Beyer and Trice (1993) regard leadership is an important 
factor for culture change. They state that culture change occurs when something 
causes the basic elements of a culture to differentiate from its current status, and 
which can be initiated by the top management hierarchy of the organizations.  
 As mentioned, culture is dynamic and leaders are the one who help in culture 
transformation. Culture change should be carried out by different means and 
leaders should pay more attention on the companies’ objectives and to implement 
suitable strategies to guide the followers altogether to achieve the success.  
 
4.5 Leadership and Organizational Culture 
 Schein (2004) points out that culture and leadership, when one examines 
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them closely, are two sides of the same coin, and neither can really be understand 
by itself…… the only thing of real importance that leaders do is to create and 
manage culture. This relationship is further illustrated by the Schein’s first stage of 
how culture is formed, which is the stage of cultural development revolves around 
issues of dependency and authority. The focus is putting on who will lead the 
organization and give in direction. 
 As the paper is going to find out the relationship between organizational 
culture and TQM attainment level, while it was noticed that leadership is a critical 
factor which will determine the culture type of an organization, it is necessary to 
look at the meaning and concepts behind leadership and further to find out the 
relationship between leadership style and organizational culture. These will be 
discussed in the following sections. 
 
4.5.1 Definition of Leadership 
 Leadership involves the exercise of influence by one person over others. The 
quality of leadership is a critical determinant of organizational success. Generally, 
leader is defined as that group member whose influence on group attitudes, 
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performance, or decision making greatly exceeds that of the average member of 
the group (Simonton, 1994). Thus, leader is the one in the group who given out 
direction and coordinated task-relevant group activities.  
 There is still no consensus on the definition of leadership among scholars. In 
the past, the most common approach was based on the leader personality 
attribute. Hersey (1988) suggests that there were certain traits or characteristics 
that were essential for effective leadership. Once if an individual has a certain 
personal quality which is essential to leadership, he will be the inherent leader. A 
number of researches use this trait approach to leadership have revealed few 
significant as they have failed to produce a full set of traits that can be used to 
discriminate leaders and non-leaders.  
 The recent studies view leadership as the focus of group process and as 
something varies from situation with changes in leaders, followers and situations 
(Bass, 1990). Stogdill (1950) defines leadership is a process of influencing group 
activities towards goal setting and goal achievement. In the study of Dubin (1951), 
it was stated that leadership is the exercise of authority and the making of 
decision. Homans (1951) thinks that leader is the one who comes closest to 
realizing the norms the group values highest; this conformity gives him his high 
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rank, which attracts people and implies the right to assume control of the group. 
Hemphill (1954) says leader is the one who succeeds in getting others to follow 
him and leadership is the initiation of acts which result in a consistent pattern of 
group interaction directed towards the solution of mutual problem. Leadership has 
been defined in terms of group process, initiation of structure, personality attribute, 
power relationship between leaders and followers, an act of persuasion, directing 
and coordinating group members and interpersonal influence (Yukl, 1994). 
 Vroom and Deci (1992) claim that leadership is and interpersonal influencing 
process directed towards the achievement of goals. This definition can be 
identified into four important parts, which are process, interpersonal, influence and 
goal. Process is a transactional event that occurs between leaders and followers. 
It is interactive that a leader affects and is affected by his followers. Interpersonal 
means between people, therefore a leader must have at least one follower. 
Influence is the ability that a leader can affect the others. Goal is something that 
one strives to attain. 
 It seems that there can never be a leader without followers or vice versa. 
They need to be understood in relation to each other. Although leaders and 
followers are closely related, it is always the leader who creates the 
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communication channels, initiates and maintains the relationship. 
 
4.5.2 Leadership and Management 
 Many people are confused of leadership and management. Leadership and 
management both involve influence, working with people, effective goal 
accomplishment. But leadership is basically different from management.  
According to Fayol (1916) the primary functions of management are planning, 
organizing, staffing and controlling, which are dealing with administrative works; 
whereas leadership deals with the interpersonal aspects.  
 The overriding function of management is to produce order and consistency 
to organizations while leadership is to produce changes and movement. The 
major activities of management include budgeting, staffing and problem solving 
while leadership involves establishing direction, aligning people and motivating 
focuses on human relationship aspects. Kotter (1990) contends that top 
managers nowadays must know how to manage as well as to lead.  
 Similar to Kotter, Bennis and Nanus (1985) distinct leaders from managers by 
saying that managers are people who do things right and leaders are people who 
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do the right thing. Management means mastering job routines while leadership is 
to establish direction and create visions for changes. Zaleznik (1977) argues that 
managers and leaders are basically two different types of people, where 
managers are people who prefer to work with people to solve problems with 
limited emotional involvement while leaders are those who act to expand the 
available options to long-existing problems, influence others on the change of 
thinking, with more emotional involvement. The functions of management versus 
leadership can be summarized by Kotter (1990) as follow:  
 
Table 4 Functions of management versus leadership 
Management 
“Produces Order and Consistency” 
Leadership 
“Produces Change and Movement” 
Planning / Budgeting 
-  Establish agendas 
-  Set time tables 
-  Allocate resources 
Establishing Direction  
-  Create a vision 
-  Clarify big picture 
-  Set strategies 
Organizing / Staffing  
-  Provide structure 
-  Make job placements 
-  Establish rules and procedures 
Aligning People 
-  Communicate goals  
-  Seek commitment 
-  Build teams and coalitions 
Controlling/ Problem Solving 
-  Develop incentives 
-  Generate creative solutions 
-  Take corrective action 
Motivating and Inspiring 
-  Inspire and energize 
-  Empower subordinates 
-  Satisfy unmet needs 
(Source: Kotter, J.P (1990) A force for change: how leadership differs from 
management) 
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 A leader can be a manager but a manager needs not to be a leader. The idea 
of employees’ willingness to follow the leaders is the key point to differentiate 
leadership and management. From the above explanation, one may conclude that 
leadership is something deals with motivation and influence while management 
deals with carrying out the goals and maintaining balance.  
4.5.3 Leadership Style and Organizational Culture 
 There are controversies in the discussion of whether organizational culture 
affects leadership style or vice versa. Some believe the founders or initial leaders 
would create greatest impact on the organization’s future culture. Some believe 
that it is the culture itself determined the type of leadership style adopted in the 
organization.  
 Leader is indicative of many values and norms of organization, therefore the 
characteristics of leader, such as age, gender, background and experience are 
important in the culture formation. Schein (2004) observed that cultural 
differences may hinder or aid leadership effectiveness; meanwhile, culture is also 
changed and formed through leadership style. Bass and Avolio (1990) say that 
leader’s behaviour shape culture and are in return shaped by the resulting culture. 
According to Fiedler (1967), leadership style is the underlying need-structure of 
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the individual which motivates his behaviour in various leadership situations. It 
refers to the consistency of goals over different situations.  
 Culture acts as an antecedent when it defines the manner in which specific 
behaviours are expressed, expected leadership behaviours, status of leaders, 
power, and the role of leaders. Culture therefore acts as a moderator when 
effective leadership requires that behaviours are consistent with the expectation of 
organizational culture orientations (Dorfman, 1998; House & Aditya, 1997) 
Leadership and management style are likely to be influenced by culture and other 
situational differences. 
 Ronen (1986) indicates that cultural effects may help to determine leader and 
subordinate characteristics and the nature of leadership situation. Therefore 
whether the leadership style is matched with the organizational culture does affect 
the performance of the company. One should be noticed that leadership style 
which motivates behaviours may be consistent whereas behaviours of the same 
leader differ from situation to situation. Leadership style is different from 
leadership behaviour, just engaging in the course of directing and coordinating the 
work.  
 According to Hersey and Blanchard (1988), there are four kind of leadership 
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style, participative, supportive, directive, and achievement-oriented. Each of them 
is linked with specific kind of culture in CVF, which are clan, adhocracy, market 
and hierarchy correspondingly.  
 
4.6 Total Quality Management and Changing Organizational Culture 
 Many researchers like Doyle (1992) and Kekale and Kekale (1995) find out 
reasons for failure of TQM implementation, like mismatch of organizational culture 
with the implementation, or lack of management leadership and training. It is 
always recommended to understand the dominant culture that exists in the 
organization before implementing any management approaches. This allow more 
reliable source for managing the implementation process so to help in deciding 
which actions should be taken.  
 Many scholars hold different views and focuses on the relationship between 
TQM and organizational culture. Al-khalifa and Aspinwall (2000) once used the 
CVF to construct an ideal culture profile for TQM by asking the quality expertise, 
consultants and academics in United Kingdom in order to looking for the ideal 
cultural characteristics to support the TQM implementation. It was found that the 
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best-fit working environment for a successful TQM implementation is provided by 
clan and adhocracy cultures. In 2001, they carried out similar study in Qatar to 
see if the organizational culture profile in most of the companies in Qatar were the 
ideal profile as mentioned (Al-khalifa and Aspinwall, 2001). It was noticed that 
most of the companies were not having the ideal culture profile but some still have 
a successful TQM implementation. This result implies that the implementation of 
TQM does not consider only the ideal culture profile, but also other factors like 
policies, organization backgrounds, leadership style, management and culture 
environment, etc. 
 Cameron and Quinn (1999) found that many companies did not have a 
successful TQM implementation as those companies just go through the practices 
without values sharing. They treated the procedures were only techniques of 
change, but not a fundamental change from the direction, values and culture of 
the company.  
 
4.7 Total Quality Management and Competing Values Framework 
 Many researchers claim that in order to have a successful TQM 
  - 84 - 
implementation, culture change is a critical success factor. It is believed that 
values shared are as important as the practices. Cameron and Quinn (1999) 
mention that the CVF of organizational culture is useful in many aspects of TQM. 
Notifying the CVF of an organizational culture profile with a successful TQM 
implementation can act as a benchmark and help other companies to find out their 
ways of changing values towards total quality.  
 Many industries have tried to use CVF to find out the appropriate strategy for 
cultural change in order to implement a successful TQM. This mechanism works 
in the way that CVF for ideal culture of TQM could be constructed as to compare 
with the current CVF. This allows leaders to make decisions on the strategies 
when implementing TQM, for improvement and human resources management 
and development in each of the four quadrants so to narrower the gap and leading 
the organization to the desired direction. 
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Chapter 5 Research Design 
5.1 Introduction 
 This chapter is going to discuss the research design for the study. Methods 
used in the research are explained and the layout of questionnaire is also 
described.  
 
5.2  Methodology 
    In this research, information will be collected from the target construction 
companies via questionnaires and interviews 
  There are several reasons for using the questionnaire survey as one of the 
methods of data collection. Since it is impossible to obtain all information from 
every construction company, opinion collected from questionnaire survey forms a 
sample group therefore to reflect the opinion of the population. In this case, 
construction companies approved under HKHA approved list are targeted. 
  Besides, questionnaire survey is more efficient in collecting data in a rather 
short period of time and more flexible for the researcher to work on different 
kinds of analysis with the set of data collected. Sending questionnaires to target 
  - 86 - 
group is relatively cost effective than reaching the target companies one by one.  
  Since this research requires collecting intrinsic value, i.e. opinions on 
organizational culture and leadership style, from a complex human system, 
qualitative approach was considered as a way to collect information. Though 
there are some scholars like Hofstede, who prefer to use quantitative method to 
collect data for identifying the culture profile for each organization as culture is 
something intrinsic and it is difficult for people to describe the underlying values 
and assumption and collectively group their values and behaviours together, 
there are still some scholars who recommend to use the qualitative approach. 
Schein (2004) says that there is always a tendency for human subjects resisting 
and hiding data that they feel defensive or they want to impress the researcher in 
a good sense. Therefore, in order to have a real understanding of the 
organization, qualitative approach likes conducting interviews is needed.  
  In the case of this research, since a collective value of an organization is 
required in order to analyze the culture type of those construction companies, 
and factual data from the companies are needed to be analyzed with theories, a 
quantitative approach is adopted in collecting the opinions from the companies. 
By using a comprehensive, validated questionnaire in diagnosing organizational 
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culture could show a clearer and well structured result which can provide a 
broader comparison for the later analysis. It also allows an easier way to collect 
opinions about the underlying assumptions and values from a group of 
individuals within the same company.  
As a result, two sets of questionnaire were sent to the target construction 
companies. In order to identify the organizational culture profile and TQM 
attainment level of each company and to further explain the relationship between 
organizational culture and TQM, the first set of questionnaire includes three 
sections, which are the demographic part, the ECI Measurement Matrix and the 
Organizational Culture Assessment Instrument. This set of questionnaire is asking 
about TQM implementation level of their companies and individuals’ values on 
organizational culture.  
Another set is based on Lease Preferred Co-worker Scale (Fiedler, 1967) and 
Hersey and Blanchard’s instrument (Hersey and Blanchard, 1988) to found out 
the preferred leadership style and the actual leadership style.   
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5.3 Questionnaire survey 
 The following is going into the details of the questionnaire survey, in which 
data collection, target group, questionnaire layout and demographic section will be 
discussed,  
 
5.3.1 Data collection 
From the review of relevant literature, organizational culture is the values, 
beliefs and behaivours that shared among individuals within an organization. 
Since humans are always subjective and with bias when they are asked to 
evaluate their own performance, therefore, when studying and identifying culture, 
rather than just collecting one individual’s response from each company, a 
collectivity of opinions is needed. 
Hofstede (2001) has mentioned when studying a culture of an organization or 
notion, individual opinions are just their own values. So, in this research, five 
responses from each company are requested; otherwise the identified culture 
could not represent the organization.  
As there will be a risk of low response rate from the companies by sending 
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questionnaires, in order to achieve a satisfied response level, the survey should 
be as simple and user-friendly as possible, which allows the respondents to 
understand and complete the questionnaires in a short time. Therefore the 
purpose of the survey, importance of the data to the researcher was explained 
and instructions for filling in the questionnaires were given to the respondents in 
the cover letter; meanwhile, the design of questionnaire was specially set so to 
allow the respondents to complete the forms in a systematical way. 
 
5.3.2 Target group 
 In order to obtain the organizational culture profiles, leadership style and the 
level of TQM implementation in Hong Kong’s construction industry, the 
questionnaires were sent to the construction companies which listed in the Hong 
Kong Housing Authority, List of Building Contractors under category of Building 
(New Works) Group NW1 as well as NW2. There are in total 49 construction 
companies appeared in the mentioned list. These companies were targeted as 
they should all have obtained the ISO 9000 certificates before their names can be 
posted on the mentioned list, which implies that these companies shall already 
possess their own management policies and systems which demonstrate 
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commitment to deliver quality services and/ or products to customers. 
 49 questionnaires together with cover letter and return envelop were sent to 
the target group and directed them to reply via mail, email or fax. In stead of only 
senior managers or directors, different members in the companies were also 
invited to complete the questionnaire set one as people working in different 
positions may have different opinion toward the value of the company. Since the 
questionnaire set two is set to obtain leadership style, thus only the 
top-management is targeted, and again, five responses from each company are 
requested. By collecting data from staffs with different positions, the observation 
on company’s culture profile, leadership style and TQM attainment level would be 
more comprehensive. 
 
5.3.3 Questionnaire layout 
There are two sets of questionnaire have been prepared.  
The first set is divided into three sections. The first section is about the 
company profile; section two is about the TQM implementation level; and last 
section is about organizational culture of the construction company.  
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 The demographic section asked about background information of company 
profile, including annual turnover, size of the company, etc., which will be used for 
classification in analysis stage. 
In order to measure the attainment level of TQM in each company, the 
European Construction Institute Measurement Matrix is adopted. Companies are 
instructed to complete the matrix by reviewing their current practice on total 
quality. 
As mentioned in the objectives, the study is going to capture the 
organizational culture profile of construction companies in Hong Kong. The 
Organizational Culture Assessment Instrument was used as part of the 
questionnaire as to identify the type of culture that those companies belongs to as 
mentioned by Cameron and Quinn (1999).  
 Another set of questionnaire is divided into three sections as well. Section 
one aims at collecting data about the personal particulars and background 
information of the respondents and the working-on-projects. Section two aims at 
measuring the preferred leadership style of the project managers. This will be 
compared with the actually leadership style found from section three. This set is 
based on Fiedler’s (1967) Lease Preferred Co-worker Scale and Hersey and 
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Blanchard’s (1988) instrument to found out the preferred leadership style and the 
actual leadership style.  
 Whether the leadership style is in responds to the organizational culture of 
the company might be a crucial factor which determines the implementation of 
TQM is successful or not. Therefore the mentioned Instruments are used to obtain 
descriptions of the managers’ leadership style on the job.  
 
5.4 The Scoring System: ECI Measurement Matrix 
 For section three of the questionnaire, ECI Measurement Matrix is adopted to 
determine organizations’ progress towards the achievement of Total Quality. The 
matrix was used to find out the management understanding of the construction 
companies in this section of the questionnaire, which has been shown in 
appendix1.  
ECI Measurement Matrix is obtained from the European Construction 
Institutes as a tool to measure and improve the progress with visibility for all 
employees towards the goal of Total Quality in Construction. There are twelve key 
aspects that need to be attained in order to achieve the goal. These are shown 
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along the top of the matrix and each has six levels of attainment. Each of the 
aspects may be approached individually, some do naturally follow others.  
Since all of the targeted construction companies are from the Housing 
Authority approved list, as required by the HKSAR Government, their quality 
management system should be fully documented, implemented as well as 
certified. The targeted companies should have their own independent certification 
bodies for the recognition of their quality management systems. There we assume 
all of them score 5 points in the consideration of Independent Certification of 
Quality Management System. And therefore, this particular column does not being 
shown on the questionnaire.  
In the matrix, there are a total of twelve columns representing the mentioned 
twelve considerations. Each objective from these columns has its own descriptive 
indicators so the companies can select each of the twelve considerations from the 
six attainment levels, scoring from 0 to 5, in each column. The scores will be 
summed up for each consideration, which generate a total score which 
determines to what extent the management understanding towards total quality.  
Figure 10 below shows different levels of management understanding as well 
as the corresponding percentage of TQM progress obtained. The scoring is 
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classified into six levels: none, uncertainty, awakening, enlightenment, 
empowerment and wisdom. The total score would be 60 if the company scores a 
maximum of 5 points for all considerations. Referring to the achievement 
assessment as the appendix 2, company scored 55-60 points will have a wisdom 
type of management understanding. Further elaboration of this part will be 
explained in later section of this paper.  
 
Figure 10 Levels of management understanding towards total quality 
(Source: European Construction Institute (1993) Total quality in construction: 
measurement matrix and guidelines for improvement) 
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5.5 The Organizational Culture Assessment Instrument (OCAI) 
Organizational culture is extremely broad and inclusive in scope. It comprises 
a complex, interrelated, comprehensive, and ambiguous set of factors (Cameron 
and Quinn, 1999). Therefore it is impossible to include all dimensions and 
attributes for diagnosing and assessing an organization culture.  
Meanwhile, the need to diagnose and manage organizational culture is 
growing in importance. It is because of an increasing need to merge and mold 
different organizations’ culture as structural changes occurred, also because of 
the changing of external environment in which organizations operate. Therefore, 
we have to have a framework which can narrow and focus the search for key 
cultural dimensions. 
There are many different frameworks for diagnosing and assessing 
organizational culture while no one framework is perfect. According to Cameron 
and Quinn (1999), the applicability of a framework depends on the empirical 
evidence, the validity and the ability on integration and organizing most of the 
proposed dimensions.  
  For section three of the questionnaire set one, OCAI is used as the culture 
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measuring instrument to diagnose the culture type that identified by Cameron and 
Quinn (1999). This measuring instrument is based on a theoretical model called 
Competing Values Framework (CVF) as mentioned in chapter 3.  
CVF is empirically derived, has been found to have both face and empirical 
validity, and helps integrate many of the dimensions proposed by various authors 
(Cameron and Quinn, 1999). It has been found to have a high degree of 
congruence with well-know and well-accepted categorical scheme that organize 
the way people think, their values and assumptions, and the ways they process 
information. Thus, CVF is regarded as a useful model to analyze an 
organizational culture in a systematic way and provide a diagnostic tool to assess 
the overall culture which allows the user to understand the current culture of the 
organization as well as its changes over time.  
 According to Al-khalifa and Aspinwall (2000), CVF can be used as a basic for 
discussing organizational change and the method of presenting data as 
organizational or individual profiles is innovative and unique, results can easily be 
interpreted not only from data, but as a whole for the organization, which may be 
useful for analyzing the implementation of TQM. 
 The purpose of the OCAI is to assess six key dimensions of organizational 
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culture. These six key dimensions are dominant characteristics, organizational 
leadership, management of employees, organization glue, strategic emphases 
and criteria of success. Further explanation will be given in the analysis part of the 
paper. These dimensions are used to identify the underlying assumptions and 
values of an organization. In completing the instrument, though it may not be 
concluded as the most comprehensive one, it has been proven in the past 
researches that it can provide a picture of the type of culture which exists and 
dominant in an organization.  
 There are in total twenty four questions set in this section of the questionnaire. 
As there is no right or wrong answers for these items, to complete this part of the 
questionnaire, the target group is being instructed to be as accurate as they can in 
responding to the items so that the resulting culture diagnosis will be as precise as 
possible. Details of this part of the questionnaire are shown in appendix 1. 
 
5.6 The Lease Preferred Co-worker (LPC) Scale 
 To measure preferred leadership style, Fielder’s (1967) least preferred 
co-worker (LPC) scale is used, which is by asking a leader to think of his 
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co-workers and select the one whom he could work least well with, and to rate this 
person on a set of scales. The LPC scale is adopted in this research as it can be 
compared with the actual leadership style measured by Hersey and Blanchard’s 
(1988) grid as they both fall within the contingency leadership theories to 
investigate the situational factors. Besides, they can both be compared with the 
preferred and actual organizational culture as measured under OCAI to find out 
the correlation between them.  
 The sixteen-item version of the LPC scale is adopted and the range of score 
with respond to preferred leadership style is as follow: 
Table 5 LPC score with respond to preferred leadership style 
LPC score Preferred Leadership Style(natural style) 
<58 Task-oriented (low LPC) 
58-63 Socio-independent (middle LPC) 
>63 Relationship-oriented (high LPC) 
(Source: Fiedler, F.E. (1967) A theory of leadership effectiveness ) 
 The scales which are labeled as rejecting, unenthusiastic, tense, distant, cold, 
boring, quarrelsome, gloomy, etc. see appendix 1, will be reversed in the 
calculation, i.e. from 8 7 6 5 4 3 2 1 and reversed into 1 2 3 4 5 6 7 8. 
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    Score from each item will be added together to form the total score and which 
should be fall between sixteen to hundred and twenty-eight. According to Yukl 
(1994), leaders who are relatively critical in rating the least preferred co-worked 
tend to obtain a lower LPC score, and a relatively high LPC score for lenient 
leaders. 
 
5.7 The Hersey & Blanchard’s Model 
 The Hersey and Blanchard’s model is adopted from Hersey’s old instrument 
(Hersey and Blanchard, 1988) and used to measure the actual leadership style of 
the project managers. To collect information about leaders’ behaviour, the Leader 
Effectiveness and Adaptability Description (LEAD) instruments is used. The LEAD 
instrument contains twelve leadership situations in which the respondents are 
asked to select from four alternative actions (high or low task-relationship 
behaviour). The one they feel most closely describes their own behaviour in such 
situations.  
 The new set of questionnaire adopted in this research consists of twenty-four 
pairs of two sets of actions. The respondents have to select between two 
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alternative actions based on how the leader actually leads the people. For each of 
the pairs of statements allocate 3 points between the two alternatives (The sum of 
points given to the two alternatives should be equal to 3, e.g. A:2, B:1 or A:3, B:0, 
etc. higher point should be given to a more suitable choice) based on what is most 
characteristic of the way the leaders try to lead people. See appendix 1. The 
scores for each of the four options, “A”, “B”, “C” and “D”, are to be added 
separately. The leadership style and style range will be determined by the four 
style scores and the basic style of the respondent is defined as the style which 
gives the highest score.  The four basic leadership styles are described by 
Hersey and Blanchard (1988) as follows:  
 Telling  (high task/ low relationship):  
 Provide specific instructions and closely supervise performance  
 Selling (high task/ high relationship):  
 Explain decisions and provide opportunity for clarification. 
 Participating (low task/ high relationship): 
 Share ideas and facilitate in making decisions. 
 Delegating (low task/ low relationship): 
 Turn over responsibility fro decisions and implementation. 
 Each of this leadership style corresponds to the leadership types as identified 
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by House and Mitchell (1974), which are Directive leadership, Supportive 
leadership, Participative leadership and Achievement-oriented leadership.  
 
5.8  Method of Analysis 
 The main objective of this research is to find out the relationship between 
TQM attainment level, organizational culture and leadership style in Hong Kong’s 
construction industry. Quantitative and qualitative data is collected via 
questionnaires and interviews. By analyzing the data, a general picture of the 
TQM attainment level, corresponding management understanding level towards 
TQM and organizational culture type as well as leadership style of the responded 
companies can be obtained. 
 Apart from direct descriptive analysis, statistical analysis will be made by 
using the SPSS. A significance level of 0.05 is taken in all statistical tests in this 
research. Results with a significant level of 0.05 or less are regarded to be 
conclusive or significant, which means there is a small probability that the result is 
obtained by chance. By comparing the result of each responded company, the 
researcher would like to see if there is a mutual relationship between the 
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composition of culture profile, leadership style and the TQM attainment level.  
 Collected data could be analyzed into four parts. First, it will be made about 
the TQM level achieved by the companies. Second, it is about the culture profile 
of the responded companies with different comparison on duration existence of 
the company and the project scale. Third, analysis will be made about the 
leadership style of the respondent by looking at the personal directory, like gender, 
nationality as well as working experience, and their company’s portfolio, like year 
of establishment and project scale. Fourth, it is about testing if there is a 
relationship between TQM attainment level, culture profile as well as leadership 
style. 
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Chapter 6 Analysis 
6.1 Introduction 
 Based on the research design, questionnaires were sent to the targeted 
construction companies. Data collected were used to look at the respondents’ 
TQM attainment level, organizational culture and leadership style based on the 
method stated in previous chapter. 
 
6.2 Analysis of result 
 This section is going to analysis the data collected according to the research 
design. Response rate is mentioned, which follows by the analysis on TQM 
understanding level, the actual and preferred culture profile and leadership style.  
 
6.2.1 The Respondent 
 In this research, two questionnaires were sent separately.  
 Questionnaire set one, which is designed to obtain company’s TQM 
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attainment level and organizational culture profile, were sent to each company 
under the target group list as mentioned in previous chapter, which were in total of 
49. Each of these companies was required to return 5 sets of filled questionnaires 
back to the researcher. Out of the 49 companies, 10 companies have made 
response. 2 of them were regarded as invalid data as they have not replied with 5 
sets of questionnaires. Therefore 8 companies’ results will be analyzed and 
discussed. The response rate is 16.3%. 
 Questionnaire set two, which is designed to obtain company’s preferred and 
actual leadership style, were sent to those who responded in questionnaire set 
one. Therefore, 10 sets were sent and again each company was required to return 
5 sets of filled questionnaires back to the researcher. Only 8 companies’ data 
regarded as valid and thus the response rate for questionnaire set two is 80%.  
 Since the amount of collected quantitative data was not satisfied, interviews 
were conducted in order to obtain more information. 
 
6.2.2 Analysis 1: Total Quality Attainment Level 
 Analysis one is about the ECI Matrix which used to measure the TQM 
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attainment level as to identify each responded company’s stage of management 
understanding.  
 The stage of management understanding towards TQM will be determined 
one by one using the scoring system set by ECI.  As the level of TQM and 
management understanding is regarding to a company as a whole, the scores for 
TQM level obtained from the 40 respondents will be averaged to find out the mean 
in each company. Table 6 below shows the TQM attained level and the stage of 
management understanding of each responded company.  
Table 6 A summary chart on TQM scoring and the stage of management 
understanding of each company 
 
Elements 
 
Company 
el.1 el.2 el.3 el.4 el.5 el.6 el.7 el.8 el.9 el.10 el.11 
Total 
Matrix 
Score 
Management 
Understanding 
Level 
Company A 3 5 4 5 4 5 3 3 5 4 4 45  Empowerment 
Company B 5 5 4 3 4 5 4 5 5 5 4 48  Empowerment 
Company C 3 4 4 5 4 5 3 4 4 4 5 46  Empowerment 
Company D 4 3 4 5 3 4 4 4 4 3 2 40  Enlightenment  
Company E 3 4 4 3 4 4 4 4 3 4 2 39  Enlightenment  
Company F 3 3 3 3 2 3 2 4 4 2 3 32  Awakening 
Company G 3 4 4 5 4 4 5 4 5 4 3 45  Empowerment 
Company H 4 4 3 4 4 4 3 4 3 4 3 40  Enlightenment  
 There is a direct proportion between the level of management understanding 
towards TQM and the score obtained in ECI matrix. From the above table, the 
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situation of management understanding towards total quality can be observed. 
Out of the 8 valid respondents, 4 of them have already obtained the 
empowerment stage and 3 of them obtained the enlightenment stage, 1 is still at 
the awakening stage. None of them is at stage of wisdom, uncertainty or none. A 
clearer demonstration of the result could be seen by the following chart as shown 
in Figure 11. 
Result of ECI measurement Matrix
None
0.0%
Wisdom
0.0%
Empowerment
50.0%
Awakening
12.5%
Enlightenment
37.5%
Uncertainty
0.0%
Wisdom
Empowerment
Enlightenment
Awakening
Uncertainty
None
 
Figure 11 Percentage for each stage if management understanding of the 
responded companies 
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6.2.3 Analysis 2: Culture profile 
 In this part, the OCAI was used to calculate the total scoring in each type of 
the organization culture to form a culture profile within an organization. As there 
were five respondents from each company, the overall culture profile of each of 
them was analyzed by taking the mean from the respondents in each dimension 
of culture. The analysis will look as both actual and preferred organizational 
culture profile of each of the responded company. The result obtained can be 
used to see if there is a relationship between organizational culture profile and the 
TQM attainment level. 
 
6.2.3.1 Overall Culture Profile 
 As there are only 8 sets of valid data received and they are not validated to 
represent the whole construction industry, while the average overall organizational 
culture profiles of the 8 construction companies may mean nothing as every 
organization should has its unique organizational culture profile, an overall culture 
profile from the responded construction companies will not be analyzed; instead, 
this section is going to analyze the culture profile of each responded company. 
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 Details of the actual and preferred organizational culture profile for each 
company could be referred to the table list in appendix 3 and 4, while the general 
idea of the culture profile of the responded companies will be given as below in 
Figure 12.
 
     a) OC Profile: Company A 
 
      c) OC Profile: Company C  
 
      b) OC Profile: Company B 
 
      d) OC Profile: Company D 
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      e) OC Profile: Company E  
      g) OC Profile: Company G 
      f) OC Profile: Company F 
      h) OC Profile: Company H 
Figure 12 Organizational Culture Profiles for the 8 responded companies (A-H)      
    
 The red colour in the above diagrams represents the score for the actual 
culture profile while the blue colour represents the preferred culture profile of each 
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responded company. The red and blue circular areas in the diagrams indicate the 
strongest one among the four types of culture.  
 Looking into the diagrams one by one, the shape of them look like a sheared 
square, indicating different companies are having different strength in different 
type of culture.  
 In the actual culture profile aspect, it is found that out of the 8 companies, 4 
companies (Company A, C, D & G) are having clan as their actual dominant 
culture, 3 are having market culture (Company B, E & F), 1 in hierarchy (Company 
H) and none with adhocracy culture dominated. 
 In the preferred culture profile aspect, 6 out of 8 (Company A, C, D, E, G & H) 
preferred clan culture, in which 4 of them (Company A, C, D & G) have their actual 
culture profile dominated in clan culture, 1 (Company E) is dominated with market 
culture and another (Company H) is hierarchy. There is also 1 company 
(Company B) preferred hierarchy culture and 1 (Company F) preferred market 
culture.  
 Among the responded companies, 5 of them (Company A, C, D, F & G) are 
holding the same result of their actual and preferred organizational culture profile. 
The above analysis is summarized in table 7 as below:  
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Table 7 Actual and preferred organizational culture profile of the responded 
companies 
 Actual Culture Profile Preferred Culture Profile 
Company A Clan Clan 
Company B Market hierarchy 
Company C Clan Clan 
Company D Clan Clan 
Company E Market Clan 
Company F Market Market 
Company G Clan Clan 
Company H Hierarchy Clan 
  
 It is expected that the composition of the preferred culture profile is different 
from the actual one as organization tends to have periodic evaluation and 
changes in response to the ever changing market. Statistically, the paired samples 
t-test can be used to show the difference between the actual and preferred culture 
profile of each of the responded company, at a significant level of 0.05. See 
appendix 7a.  
 Hypothesis:  The compositions of actual and preferred culture profiles are 
different for the construction companies.  
 The data collected on culture profile is compared in pairs according to the 
score obtained by each responded company on the actual and preferred culture 
profile, and the result is as followed: 
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  The null hypothesis for the test is the compositions of actual and preferred 
culture profiles have same trend for the construction companies. The test shows 
with a significant result only over the pair of actual and preferred market culture, 
and the rest of the pairs are shown with insignificant. The hypothesis only holds 
over the market culture quadrant. Though from observation, it seems as if most of 
them having the same actual and preferred culture type, the result from t-test is 
consisted with the observation which indicated that the composition of actual and 
preferred culture profile is generally no differences. Further discussion on this 
result will be carried out in chapter 7. 
  
 
Respondent Mean 
Standard 
deviation 
t-score 
95% 
confidence 
interval for 
mean 
Critical 
value 
(Significa
nce level: 
5%) 
Result 
A_clan - 
P_clan 
.1125 6.5121 .049 -5.3317 5.5567 .962 Insignificant 
A-adhocracy - 
P-adhocracy 
-3.0875 5.0826 -1.718 -7.3366 1.1616 .129 Insignificant 
A-market - 
P-market 
2.1875 2.4730 2.502 .1201 4.2549 .041 Significant 
A_hierarchy - 
P_hierarchy 
.7500 7.3555 .288 -5.3993 6.8993 .781 Insignificant 
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6.2.3.2 First Investigation: Culture Type vs. Duration Existence of Company 
 Table 8 Duration Existence and Organizational Culture Profile of 
Responded Companies 
Duration Existence Company  Actual Culture Preferred Culture 
≥ 20 years Company A clan clan 
  Company B market hierarchy 
  Company H hierarchy clan 
<20 years Company C clan clan 
  Company D clan clan 
  Company E market clan 
  Company F market market 
  Company G clan clan 
 
 The respondents are classified into 2 groups according to the duration 
existence of the company in order to see if there is a significant difference in the 
stronger type of culture when there is a different in duration existence. The 2 
groups are classified as one for duration existence <20years and another one for 
duration existence ≥ 20 years. See table 8. 
 It is found that there is likelihood for companies with duration existence <20 
years to have a dominant culture in clan and market in both actual and preferred 
culture profile; while for companies with duration existence for ≥ 20 years, there 
seems no culture type dominated in the actual aspect but tends to be dominated 
by clan culture in preferred culture profile.  
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 Statistically, correlation test were drawn to show the relationship between the 
culture profile and the variable of duration existence of the company. Appendix 7b 
and 7c show the correlation between the actual culture profile and also the 
preferred culture profile over duration existence of company. However, the results 
on both tests are insignificant which indicated that culture profile and duration 
existence of the company are insignificantly correlated. 
 
Table 9 Dominated actual culture type towards each OCAI element 
[classified by duration existence] 
 
 Refers to appendix3 and table 9, to look at them in a more specific way, 
especially over the actual culture profile, it can be found that most dimensions 
under duration existence < 20 years are existed with clan and market culture while 
most dimensions under duration existence≥ 20 years are dominated by hierarchy 
culture type. 
 Duration existence  
OCAI 6 dimensions  <20 ≥ 20 
Dominant characteristic clan + market  hierarchy 
Organizational leadership market hierarchy 
Management of employee clan hierarchy 
Organizational glue clan hierarchy 
Strategic emphases clan market 
Criteria of success market clan + market  
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 In the dimension of dominant characteristic and criteria of success, the 
culture type of the 2 groups is just reversed. For dimension of dominant 
characteristic, clan and market culture is the strongest for company < 20 years 
while hierarchy culture is the strongest culture type for company ≥ 20 years.  
 Market culture is dominated for those <20years while hierarchy culture is the 
dominant one for duration existence ≥ 20 years in the dimension of organizational 
leadership. 
 Concerning about the dimension of management of employee and 
organizational glue, companies with duration existence < 20years is dominated by 
clan culture while the group ≥ 20 years have hierarchy to be the dominant culture 
type. 
 In the dimension of strategic emphases, clan culture is dominated for duration 
existence of <20 years and market culture is the strongest one for duration 
existence of ≥ 20 years. 
 Last but not least, in the dimension of criteria of success, duration existence 
<20years is dominated by market culture while the group ≥ 20 years have clan and 
market to be the dominant culture type. 
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6.2.3.3 Second Investigation: Culture Type vs. Project Scale of Company 
 The respondents are classified into 2 groups according to the project scale of 
the company in order to see if there is a significant difference in the stronger type 
of culture when there is a different in scale of project dealing with. 
 The 2 groups are classified as one for project scale less than 300million and 
another one for project scale more than or equal to 300million. See table 10. 
 
Table 10 Project Scale and Organizational Culture Profile of Responded 
Companies  
 From table 10, it can be found that there is likelihood for companies with 
project scale <300million to have a dominant culture in clan and market in both 
actual and clan culture in preferred culture profile; while for companies with 
project scale≥ 300million, clan culture type dominated in the actual as well as 
Project Scale  Company  Actual Culture Preferred Culture 
≥ 300million Company A clan clan 
  Company B market hierarchy 
  Company D clan clan 
< 300million Company C clan clan 
  Company E market clan 
  Company F market market 
  Company G clan clan 
  Company H hierarchy clan 
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preferred aspect.  
 Statistically, correlation test were drawn to show the relationship between the 
culture profile and the variable of project scale that deals with the company. 
Appendix 7d and 7e show the correlation between the actual culture profile and 
also the preferred culture profile over project scale. However, the results on both 
tests are insignificant which indicated that culture profile and project scale are 
insignificantly correlated. 
 
Table 11 Dominated culture type towards each OCAI element [classified by 
project scale] 
  Refers to appendix3 and table 11, to look at the culture profile in a more 
specific way, especially over the actual culture profile, it can be found that most 
dimensions under project scale < 300million are existed with market culture while 
 Project Scale 
OCAI 6 dimensions  <300 ≥ 300 
Dominant characteristic market market 
Organizational leadership market clan + hierarchy 
Management of employee clan clan 
Organizational glue clan clan + market  
Strategic emphases market clan 
Criteria of success market + hierarchy clan 
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most dimensions under project scale ≥ 300 million are dominated by clan culture 
type. 
 In dimension of dominant characteristic and management of employee, the 2 
groups are having same culture type. For dimension of dominant characteristic, 
both are dominated by market culture while in the dimension of management of 
employee clan culture is the strongest.  
 For companies with project scale <300million, market culture is also 
dominated in the dimension of organizational leadership and strategic emphases. 
Market and hierarchy culture types are the strongest over the dimension of criteria 
of success while clan is the dominated culture type over the dimension of 
organizational glue.  
 For companies with project scale ≥ 300million, clan culture type is also 
dominated in the dimension of strategic emphases and criteria of success. Clan 
and hierarchy types are the strongest over the dimension of while clan and market 
are the dominated culture type over the dimension of organizational glue.  
 
 It is interesting to find that when looking into details of the dominant culture 
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type for each culture dimension, the result is quite different from the one looking at 
the overall culture profile. Discussion for this part will be in the coming chapter. 
 
6.2.4 Analysis 3: Leadership style 
 In this section, LPC Scale and Hersey and Blanchard’s model were used to 
investigate the preferred leadership style and the basic actual leadership style 
adopted by the top management for each responded company respectively. The 
result obtained can be used to see if there is a relationship between leadership 
style, organizational culture profile and the TQM attainment level. 
 Statistical analysis was carried out to see if there is any difference between 
the actual and preferred leadership style. Since the scoring base for actual and 
preferred leadership style is not the same, Spearman’s rho correlation test is used 
to find out the correlation. See appendix 7f, the test shows that there is no 
significant relationship between the actual and preferred leadership style, which 
may due to insufficient of data.  
6.2.4.1 Preferred Leadership Style  
 In this section, the preferred leadership style (task-oriented, 
  - 120 - 
0%
10%
20%
30%
40%
50%
60%
70%
80%
90%
100%
Preferred Leadership Style of responded companies
Task-oriented 20% 20% 0% 40% 0% 0% 20% 80%
Socio independent 20% 40% 20% 20% 20% 100% 40% 0%
Relationship oriented 60% 40% 80% 40% 80% 0% 40% 20%
CompanyA CompanyB CompanyC CompanyD CompanyE CompanyF CompanyG CompanyH
socio-independent and relationship-oriented), which is natural leadership style 
adopted by the manager will be analyzed. Appendix 5 shows the LEAD score 
obtained by each individual respondent from each company. The score would be 
compared with the Lease Preferred Co-worker (LPC) Scale to find out the 
preferred Leadership style of each respondent.  
 The mostly adopted preferred leadership style among the 5 respondents 
within that company would be identified as the overall company’s dominant 
preferred leadership style.  
 Figure 13 below shows the mostly adopted preferred leadership style of each 
responded company.  
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Figure 13 Preferred Leadership Style of responded companies 
 For company A, C & E, they are all tended to be relationship-oriented. 
Company B, D and G are dominated by two kinds of preferred leadership style. 
For company B & G, they are both dominated by socio-independent as well as 
relationship-oriented leadership style, while company D has task-oriented and 
relationship oriented as dominant preferred leadership style. Company F is the 
only one that all the 5 respondents within the company obtained the same type of 
preferred leadership style which is socio-independent. And company H is the only 
one, among the 8 responded companies, given out the result with the strongest 
result with task-oriented preferred leadership style. The result is also illustrated in 
figure 14 in order to show the percentage of each type of preferred leadership 
style among the respondents. 
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Task  oriented
22.5%
socio
independent
32.5%
relationship
oriented
45% 
Figure 14 Distribution of the 3 types of Preferred Leadership Style among the   
respondents 
 The following is going to analyze the collected data according to a number of 
various situational factors which affecting the preferred leadership style of the 
manager.  
i) Duration Existence  
 To see if there is any relationship between duration existence of a company 
and the preferred leadership style, the respondents are classified into 2 groups 
according to the duration existence of the company. One group has the duration 
existence≥ 20 years (there are in total 15 respondents fall into this category), 
another group is < 20 years (there are in total 25 respondents fall into this 
category). See table 12.  
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Table 12 Preferred Leadership Style: classified according to Company's 
Duration Existence  
Duration existence 
Preferred leadership style ≥ 20 [N=15] % 
< 20 
[N=25] % 
Task-oriented[<58] 6  40.0% 3 12.0% 
Socio-independent[58-63] 3  20.0% 10 40.0% 
Relationship-oriented[>63] 6  40.0% 12 48.0% 
* N = number of respondents (total N = 40) 
  
 It is found that for younger companies, the preferred leadership style is 
dominated by relationship-oriented one while for companies which have the 
duration existence≥ 20 years, the dominant preferred leadership style is 
task-oriented as well as relationship-oriented. Except task-oriented leadership 
style, the percentage over socio-independent and relationship-oriented style is 
higher with companies exist < 20 years than those exist ≥ 20 years. The above 
data is illustrated in figure 15. 
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Figure 15 Preferred Leadership Style according to Company's Duration Existence 
 
ii) Project Scale  
 Project scale may affect manager’s leadership style. Therefore collected data 
is classified into 2 groups according to the project scale, one is ≥ 300million (there 
are in total 15 respondents fall into this category), another one is <300million 
(there are in total 25 respondents fall into this category). Table 13 shows the 
corresponding result. 
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Table 13 Preferred Leadership Style classified according to Company's 
Project Scale 
* N = number of respondents (total N = 40) 
  
 It is found that no matter the managers are working with larger or smaller 
project, most of them preferred to have the relationship-oriented kind of leadership 
style. Managers working in company with project scale ≥ 300million tend to prefer 
more relationship as well as task-oriented than those dealing with smaller-scaled 
project, which they preferred more on socio-independent leadership style. This 
result is also illustrated as below.  
 
 
 
Project scale 
Preferred leadership style  
<300m 
[N=25] %  
≥ 300m 
[N=15] :  % 
Task-oriented[<58] 5 20% 4 26.70% 
Socio-independent[58-63] 9 36% 4 26.70% 
Relationship-oriented[>63] 11 44% 7 46.60% 
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oriented[>63]
Figure 16 Preferred Leadership Style according to Company's Project Scale 
 
iii) Gender 
 Collected data is classified into 2 groups according to the gender of the 
respondents, which is male (there are in total 29 respondents fall into this 
category), and female (there are in total 11 respondents fall into this category) to 
see if any likelihood of preferred leadership style can be found in the two genders. 
Table 14 shows the corresponding result.  
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Table 14 Preferred Leadership Style classified according to Gender of the 
respondents 
                    Gender: 
Preferred leadership style 
Male 
[N=29] %  
Female 
[N=11] %  
Task-oriented[<58]  7 24.1% 2 18.2% 
Socio-independent[58-63] 12 41.4% 1 9.1% 
Relationship-oriented[>63] 10 34.5% 8 72.7% 
* N = number of respondents (total N = 40) 
 It is found that for male leaders, the preferred leadership style is dominated 
by socio-independent one, while for female leaders, the dominant preferred 
leadership style is relationship-oriented. It seems as if male leaders are more 
task-oriented and socio-independent than female leaders while female leaders 
are more relationship-oriented than male leaders. The above data is illustrated in 
figure 17. 
 Figure 17 Preferred Leadership Style according to Gender of the respondents 
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iv) Nationality  
 To see if there is such relationship between preferred leadership style with 
nationality, the respondents are classified into 2 groups according to their 
nationality, which is Chinese (there are in total 30 respondents fall into this 
category), and Expatriate (there are in total 10 respondents fall into this category). 
Table 15 shows the corresponding result.  
Table 15 Preferred Leadership Style classified according to Nationality of 
the respondents 
Nationality: 
Preferred leadership style  
Chinese 
[N=30] %  
Expatriate 
[N=10]  % 
Task-oriented[<58] 8 26.7% 1 10.0% 
Socio-independent[58-63] 10 33.3% 3 30.0% 
Relationship-oriented[>63] 12 40.0% 6 60.0% 
* N = number of respondents (total N = 40) 
 
 It is found that the preferred leadership style is dominated by 
relationship-oriented for both Chinese and Expatriate leaders. In terms of 
percentage, Chinese leaders seem to be more task-oriented and 
socio-independent than the Expatriate leaders, while the Expatriate leaders are 
preferred to be more relationship-oriented than the Chinese leaders. The above 
data is illustrated in figure 18 
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Figure 18 Preferred Leadership Style according to Nationality of the respondents 
 
v) Working Experience  
 The length of working experience may determine the preferred leadership 
style of a manager. Therefore, the following analysis is going to divide the 
respondents into 4 groups according to their working experience to see if there 
any likelihood of preferred leadership with the length of working experience of the 
manager. The groups are < 2years (14 respondents in total), 2-4years (12 
respondents in total), 5-9years (12 respondents in total) and ≥ 10years (2 
respondents in total). Table 16 shows the corresponding result. 
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Table 16 Preferred Leadership Style classified according to Working 
Experience of the respondents 
 
 It is noticed that except of the group with working experience between 2-4 
years, all the other 3 groups have relationship-oriented to be the strongest 
preferred leadership style and task-oriented be the weakest preferred leadership 
style. For the 2-4 years working experience group, it has the strongest percentage 
over task-oriented leadership style and least over relationship-oriented leadership 
style. The group with more working experience tends to have a high percentage 
over socio-independent and relationship-oriented leadership style. Though the 
group with <2 years experience has similar result as 5-9 years and ≥ 10 years 
group do, but it obtains a relatively higher proportion over task-oriented one. The 
above analysis is illustrated in figure 19 as below. 
Working experience   
Preferred leadership style  
<2 
[N=14]  %  
2– 4 
[N=12] %  
5– 9 
[N=12] % 
≥ 10 
[N=2] % 
Task-oriented[<58] 3  21.4% 5  41.7% 1  8.3% 0 0% 
Socio-independent[58-63] 4  28.6% 4  33.3% 4  33.3% 1  50% 
Relationship-oriented[>63] 7  50.0% 3  25.0% 7  58.4% 1  50% 
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Figure 19 Preferred Leadership Style according to Working Experience of the 
respondents 
 
6.2.4.2 Actual Leadership Style  
 A bit different from previous section, this section will generally investigate the 
actual leadership style (directive, supportive, participative and 
achievement-oriented), mostly adopted by the manager, which attains the highest 
score in the Hersey & Blanchard’s instrument. To find out the mostly adopted 
leadership style within a company, the researcher will consider the result for each 
individual respondent from each company and to see, among the 5 respondents 
from the same company, what is the dominated leadership style, and that would 
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then be identified as the one adopted by that company. The response can be 
found in appendix 6.  
 Figure 20 below show the mostly adopted actual leadership style of each 
responded company. For company A, C, E & F, they are dominated by supportive 
leadership style, while company A is perfectly dominated by supportive leadership 
style. Company B & H are dominated by directive one. For company G, it is the 
only one dominated by two kind of leadership style, which are directive and 
supportive. Company D is the only one, among the 8 responded companies, given 
out the result with the strongest result with participative actual leadership style. It 
is noticed that none of them is dominated with achievement-oriented leadership 
style. The result is also illustrated in figure 21 in order to show the percentage of 
each type of actual leadership style among the respondents. 
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Figure 20 Actual Leadership Style of responded companies 
Overall Distribution of Actual Leadership Style of Responded Companies
Directive, 25.0%
Supportive, 50.0%
-Achievement
oriented, 7.5%
Participative, 17.5%
 
Figure 21 Distribution of the 4 types of Actual Leadership Style among the 
respondents 
 After looking at the general picture of the actual leadership style of each 
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responded company, the following is going to analysis the data with a number of 
various situational factors which might affect the actually leadership style if the 
manager.  
 
i) Duration Existence  
 To see if there is any relationship between duration existence of a company 
and the actual leadership style, the respondents are classified into 2 groups 
according to the duration existence of the company. One is duration existence≥ 20 
years (there are in total 15 respondents fall into this category), another group is < 
20 years (there are in total 25 respondents fall into this category). Please refer to 
table 17. 
Table 17 Actual Leadership Style: classified according to Company's 
Duration Existence  
Duration existence 
Actual leadership style 
≥ 20 
[N=15] % 
< 20 
[N=25] % 
Directive 6 40.0% 4 16.0% 
Supportive 7 46.6% 13 52.0% 
Participative 1 6.7% 6 24.0% 
Achievement-oriented 1 6.7% 2 8.0% 
 N = number of respondents (total N = 40) 
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 Correlation test have been drawn over the leadership style and the duration 
existence of the companies. However, the test shows an insignificant correlation 
between the two variables. See appendix 7g.  
 By observation, it is found that for younger and older companies, the actual 
leadership style is dominated by supportive one. While for company exists < 20 
years, the managers seems to be much less directive but far more participative 
and slightly more achievement-oriented and supportive than those exist ≥ 20 
years. For company exist ≥ 20 years, the leadership style of the top management 
tends to be dominated by supportive and directive. The above data is illustrated in 
the following pie-charts. 
Figure 22 Actual Leadership Style according to Company's Duration Existence 
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ii) Project Scale  
 Project scale may affect manager’s leadership style. Therefore collected data 
is classified into 2 groups according to the project scale, one is ≥ 300million (there 
are in total 15 respondents fall into this category), another one is <300million 
(there are in total 25 respondents fall into this category). Table 18 shows the 
corresponding result. 
Table 18 Actual Leadership Style classified according to Company's Project 
Scale 
Project scale  
Actual leadership style 
<300m 
[N=25] % 
≥ 300m 
[N=15] : % 
Directive 7 24% 3 20% 
Supportive 14 60% 6 40% 
Participative 2 8% 5 33.3% 
Achievement-oriented 2 8% 1 6.7% 
* N = number of respondents (total N = 40) 
 It is found that no matter the managers are working with larger or smaller 
project; most of them have the supportive leadership style while least has 
achievement-oriented. Managers working in company with project scale 
<300million tend to be more directive and achievement-oriented than those 
dealing with larger-scaled project, in which they are more participative than those 
working with small-scale project. This result is also illustrated as below. 
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Figure 23 Actual Leadership Style according to Company's Project Scale 
 The correlation test shows that project scale is significantly related to the 
directive and participative leadership style in which the P-value is 0.006 (see 
appendix 7h). The test shows that for leaders working in companies work with 
smaller project, there is a positive relationship with directive leadership style while 
for leaders work with bigger project there is a positive relationship with 
participative leadership style. The result also indicates that there is no significant 
relationship between the project scales with the supportive or 
achievement-oriented type leadership style. 
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iii) Gender 
 The respondents are classified into 2 groups according to their gender, which 
is male (there are in total 29 respondents fall into this category), and female (there 
are in total 11 respondents fall into this category) to see if any likelihood of actual 
leadership style appear with different genders. Table 19 shows the corresponding 
result. 
Table 19 Actual Leadership Style classified according to Gender of the 
respondents 
                     Gender: 
Actual leadership style 
Male 
[N=29] %  
Female 
[N=11] %  
Directive 8 27.6% 2 18.2% 
Supportive 15 51.7% 5 45.5% 
Participative 4 13.8% 3 27.3% 
Achievement-oriented 2 6.9% 1 9% 
* N = number of respondents (total N = 40) 
 It is noticed that most leaders from both genders appear with supportive 
leadership style and least appear with achievement style. But male leaders seem 
to be more directive and supportive than female leaders, while females are more 
participative and achievement oriented than males. The above result is also 
illustrated in figure 24. 
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Figure 24 Actual Leadership Style according to Gender of the respondents 
 Correlation test shows that gender is significantly related to the directive and 
participative leadership style in which the P-value are 0.001 and 0.006 
respectively (see appendix 7i). The test shows that for male leaders, there is a 
positive relationship with directive leadership style while for female leaders there 
is a positive relationship with participative leadership style. The result also 
indicates that there is no significant relationship between genders with the 
supportive or achievement-oriented type leadership style. 
iv) Nationality  
 To see if there is such relationship between actual leadership style with 
nationality, the respondents are classified into 2 groups according to their 
nationality, which is Chinese (there are in total 30 respondents fall into this 
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category), and Expatriate (there are in total 10 respondents fall into this category).  
Table 20 Actual Leadership Style classified according to Nationality of the 
respondents 
                    Nationality 
Actual leadership style 
Chinese 
[N=30] %  
Expatriate 
[N=10] %  
Directive 8 26.7% 2 20% 
Supportive 15 50% 5 50% 
Participative 4 13.3% 3 30% 
Achievement-oriented 3 10% 0 0% 
* N = number of respondents (total N = 40) 
 Table 20 shows that supportive leadership style takes over 50% in both 
Chinese and Expatriate leaders. The leadership style of Chinese leaders seems to 
be more directive and participative than the Expatriate. Since the number of 
Expatriates sample is not sufficient, the result cannot be further analyzed. Figure 
25 below demonstrates the above analysis.
Figure 25 Actual Leadership Style according to Nationality of the respondents 
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 Correlation test shows that nationality is significantly related to the directive 
and participative leadership style in which the P-value are 0.029 and 0.023 
respectively (see appendix 7j). The test shows that Chinese leaders have a 
positive relationship with directive leadership style; while there is a positive 
relationship between Expatriate leaders and participative leadership style. The 
result also indicates that there is no significant relationship between nationalities 
of leaders with the supportive or achievement-oriented type leadership style. 
 
v) Working Experience  
 The length of working experience may determine the leadership style of a 
manager. Therefore, data collected is going to divide into 4 groups according to 
their working experience to see if different length of working experience of 
managers will appear with certain kind of leadership style. The groups are 
<2years (14 respondents in total), 2-4years (12 respondents in total), 5-9years (12 
respondents in total) and ≥ 10years (2 respondents in total). Table21 shows the 
corresponding result. 
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Table21 Actual Leadership Style classified according to Working Experience 
of the respondents 
 
 As data sample for leaders working over 10 years is insufficient, no further 
analysis for this sample group can be worked on. The rest of the sample sets 
show a similar pattern where the leaders is tended to be more supportive and less 
achievement oriented. Starting from 2-4years group and so on, the level of 
supportive seems to be in direct proportion with the length of working experience. 
When compare the sample of 2-4 years and 5-9years, leaders with more working 
experience seem to be more participative and less directive. The sample for 
leader working less than 2 year seems to be more supportive, then followed by 
directive and participative, none of the respondents within this sample group 
belongs to achievement-oriented leadership style. This result is demonstrated as 
below: 
 
Working experience   
Actual leadership style  
<2 
[N=14] %  
2– 4 
[N=12] %  
5– 9 
[N=12] % 
≥ 10 
[N=2] % 
Directive 4 28.6% 4 33.3% 2 16.7% 0 0% 
Supportive 8 57.1% 4 33.3% 6 50% 2 100% 
Participative 2 14.3% 2 16.7% 3 25% 0 0% 
Achievement-oriented 0 0% 2 16.7% 1 8.3% 0 0% 
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Figure 26 Actual Leadership Style according to Working Experience of the 
respondents 
       
 Referring to the correlation test in appendix 7k, it shows that leadership 
experience less than 5 years is significantly related to the supportive and 
achievement-oriented leadership style in which the P-value are 0.001 and 0.09 
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respectively. No significant result is shown with leadership experience which is 
more than 5 years, which may due to insufficient data sample with the groups 
more than 5years working experience.  
 The test shows that leaders with less than 2 years working experience has a 
positive relationship with supportive leadership style and with negatively related to 
achievement oriented leadership style. For leaders with 2 to 4 years leadership 
experience, there is a negative relationship with supportive leadership style. The 
result also indicates that there is no significant relationship between nationalities 
of leaders with the directive or participative type of leadership style. The statistic is 
insisted with the observation. 
 
6.2.5 Analysis 4: TQM, Organizational Culture Profile and Leadership Style 
 .Base on the above analysis, the relationship between TQM, organizational 
culture profile and leadership style of each responded company can be 
summarized as below: 
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Table 22 Summary on TQM attainment level, organizational culture profile 
and leadership style of the responded companies 
 
 It is noticed that the results for company A & C are identical in all aspect: high 
TQM attainment level, management understanding at the level of empowerment, 
clan culture dominated, supportive over actual leadership style and 
relationship-oriented over preferred leadership style. Company G got a similar 
result as company A & C, the only difference is over the leadership style. In which 
the actual leadership style of company G is dominated by supportive directive and 
the preferred leadership style is relationship-oriented as well as 
socio-independence.  
 It is interesting to find that though company B has also achieved a high 
management understanding level as company A, C & G do, it got a different result 
 ECI Score 
Management 
Understanding 
Actual 
Culture Profile 
Preferred 
Culture Profile 
Actual 
Leadership style 
Preferred 
Leadership style 
Company A 45 empowerment clan clan supportive Relationship oriented 
Company B 45 empowerment market hierarchy directive Socio independent +Relationship oriented 
Company C 46 empowerment clan clan supportive Relationship oriented 
Company D 40 enlightenment clan clan participative Task oriented +Relationship oriented 
Company E 39 enlightenment market clan supportive Relationship oriented 
Company F 32 awakening market market supportive Socio independent 
Company G 45 empowerment clan clan directive + supportive 
Socio independent 
+Relationship oriented 
Company H 40 enlightenment hierarchy clan directive Task-oriented 
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from the other 3 companies over the aspects on culture profile and actual 
leadership style. This will be discussed in Chapter 7. 
 The TQM attainment level for company D, E & H is a bit lower than company 
A, B, C & G, and so as their management understanding level. These three 
companies obtain different result over actual culture profile and leadership style, 
but they all obtained clan as their preferred culture profile. Whether this is related 
to the TQM attainment level will be discussed in later chapter. 
 One can notice that company D actually also dominated by clan culture as 
what happened in company A, C & G, but the implementation of TQM within 
company D is less successful than the other three do. One point to note is the 
difference over the leadership style of company D and the other three companies. 
This may be a crucial point and will be discussed later.  
 Among the eight companies, company F achieved the lowest management 
understanding level as well as TQM attainment level, while it is also the only one 
dominated by market culture in both actual and preferred culture profile. It is found 
that company F is not the only with the actual culture profile dominated by market 
type, but also company B and E, but the TQM attainment level of each of them is 
totally different. The hidden cause will be discussed in the coming chapter. 
  - 147 - 
 Statistically, the relationship between TQM attainment level, culture profile 
and leadership style can be obtained by drawing correlation tests between TQM 
and actual culture profile, TQM and actual leadership style as well as culture 
profile with leadership style. See appendix 7l – 7o.  
Table 23 Correlation test: Actual culture Vs TQM 
*  Correlation is significant at the 0.05 level (2-tailed) 
 The correlation test shows that among all the culture type, only clan culture is 
significantly positively correlated to TQM attainment, which means the more the 
clan culture is within the culture profile, the high the TQM attainment level. 
Table 24 Nonparametric Correlations- Actual culture profile VS management 
understanding level 
*  Correlation is significant at the 0.05 level (2-tailed) 
 As to compare the data on culture profile with the management 
understanding, it can be found that the stage of empowerment is having highest 
  clan adhocracy market hierarchy 
TQM Pearson Correlation .590(*) .297 -.538 -.565 
  Sig. (2-tailed) .023 .075 .069 .054 
 clan adhocracy market hierarchy 
Spearman's rho TQM_EM Correlation Coefficient .549(*) .055 -.274 -.494 
    Sig. (2-tailed) .049 .897 .511 .213 
  TQM_EN Correlation Coefficient -.170 .283 -.113 .113 
    Sig. (2-tailed) .687 .496 .789 .789 
  TQM_AW Correlation Coefficient -.581 -.498 .581 .581 
    Sig. (2-tailed) .131 .209 .131 .131 
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coefficient of correlation with clan culture, which means company that more clan 
over the overall culture profile generally have a the higher stage of management 
understanding towards TQM. 
Table 25 Correlations – Actual leadership style VS TQM 
  directive supportive participative 
Achievement 
oriented 
TQM Pearson Correlation -.167 -.096 .321 -.323 
  Sig. (2-tailed) .693 .821 .438 .435 
**  Correlation is significant at the 0.01 level (2-tailed) 
 The correlation test shows that there no significant coefficient of correlation 
between leadership style and TQM attainment level.  
Table 26 Correlations- actual culture profile VS leadership style  
 clan adhocracy market hierarchy 
directive Pearson Correlation -.331 -.011 .355 .101 
  Sig. (2-tailed) .423 .979 .388 .812 
supportive Pearson Correlation .353(*) -.258 .527 .231 
  Sig. (2-tailed) .032 .538 .179 .581 
participative Pearson Correlation .511 -.030 -.570 -.129 
  Sig. (2-tailed) .195 .944 .140 .760 
Achievement oriented Pearson Correlation -.068 .458 -.059 -.219 
  Sig. (2-tailed) .873 .254 .889 .603 
*  Correlation is significant at the 0.05 level (2-tailed). 
 When taking the significant level to 0.05, it can be noticed that supportive 
leadership style is having a significant positive relationship with clan culture.  
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Chapter 7 Discussion 
7.1  Introduction 
 Discussion will be made in this chapter according to the analysis from chapter 
6. Firstly, the TQM attainment level of the construction companies under the 
HKHA approved list will be discussed first, which will be followed by a discussion 
over the two investigations on organizational culture for the responded companies. 
By then the actual and preferred leadership style for the respondents will be 
discussed as well. The linkage of TQM level, organizational culture and 
leadership style will be examined afterwards.  
 
7.2 Discussion on Total Quality Attainment Level  
 The TQM attainment level and the stage of management understanding 
towards total quality of each responded company is obtained by summing up the 
ECI measurement matrix scores. There would be six levels of management 
understanding towards TQM according to ECI, which are none, uncertainty, 
awakening, enlightenment, empowerment and wisdom. From the collected 
sample data, most of the companies are aware of the importance of TQM and 
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having different stage of implementation. They are under three categories of 
management understanding, which are awakening, enlightenment and 
empowerment.  
 4 out of 8 responded companies (50%) are at the stage of empowerment. 
Top-management of these companies notices the importance of TQM, learn and 
apply the corresponding principles in their project. These companies have 
achieved up to 70% of the progress of TQM implementation by having effective 
communication and good relationship with suppliers and customers, well 
organized TQM structure and team-work. They have achieved to a world class 
construction operation but some improvements still left to make. Leadership 
commitment should be improved as to approach towards wisdom stage 
 3 companies (37.5%) are at the stage of enlightenment. They are up to 50% 
of the progress towards the success of TQM. Continuous quality improvements 
have been made and some benefits are visible in these companies. By having a 
careful control over the implementation can help these companies drive towards 
the success.  
 Only one company (12.5%) is at the stage of awakening. This company is up 
to 25% of the total progress towards total quality. Actions for the implementation of 
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TQM have just promoted among the company and the first signs of improvement 
have been seen.  
 From the analysis, one can imply that the construction companies in Hong 
Kong are achieving towards total quality as many of them have reached the stage 
of enlightenment or even further.  
 Though it is found that none of the responded companies have reached the 
stage of wisdom, which means none of them are with a fully developed quality 
culture, while leadership commitment is a crucial cause. Different types of 
organizational culture require different leadership style. Any mismatch on these 
may affect the performance of the company over TQM implementation. This will 
be discussed in later section.  
 
7.3 Discussion on Culture Profiles for the Respondents  
 By understanding the dominant organizational culture can help the company, 
especially the top-management, to have a reliable data for managing the 
implementation process of TQM and to identify priorities for action. By using OCAI 
instrument with competing values framework to assess organization’s current 
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position, a clearer picture on changes can be developed as to support the TQM 
implementation. 
 
7.3.1 Overall Culture Profile for the Responded Companies 
 Referring to figure 12, it is noticed that most of the responded construction 
companies under HKHA approved list are characterized by clan culture, which is 
followed by market culture, while none of them are purely dominated by just one 
type of culture.  
By looking into the details of the culture profile of each responded company, it 
is found that the score is quite evenly distributed over the four culture quadrants 
for most of these companies. Differences between each culture quadrant for some 
companies may just be 5. Some have a result which is especially weak at 
particular quadrant. This result indicates that most of the companies hold different 
values in different culture dimensions.  
 Most of these companies have mix culture and are biased towards a mix of 
clan and market or market and hierarchy. For companies who are mixed with clan 
and market, they tend to have clan culture as is dominated characteristic. This 
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means most of the responded companies have a friendly, informal working 
environment which allows every individual to share the goals and values, more 
communication, emphasize the sense of “we-ness” with high morale and 
commitment among themselves within the company. More flexible and internally 
focused over culture dimensions like management of employee, organizational 
glue in the way that placing premium on teamwork, participation and consensus; 
while more control and external focus over the criteria of success and strategic 
emphases, which is carried out by means of controlling the production level, 
developing aggressive strategies, etc. 
 For companies having a mix culture on market and hierarchy, they tend to be 
more focusing on monitoring, stability, order and control. They are generally 
putting more internal focus over the dimensions on organizational glue, strategic 
emphases and criteria of success by providing clear lines of decision making, 
setting standardized rules and procedure, etc. and external focus over 
management of employee by the means like changing the payment rate according 
to the external market environment. The dominated organizational leadership 
depends if the rating for market or the hierarchy is higher.  
 There are still some companies who are having a mix with clan and hierarchy. 
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These companies tend to have a friendly, informal working environment which 
allows every individual to share the goals and values, more communication, 
emphasize the sense of “we-ness” with high morale and commitment among 
themselves within the company.  
 Most companies obtain a relatively high rate over hierarchy even if it is not 
the strongest culture type over particular dimension. This result is not surprising 
as the construction industry in Hong Kong has been established for many years, 
companies like this always prefer to have stable and efficient working environment 
instead of the risky one. Most of the companies do not prefer to take risk and this 
may also be a side-effect to the nature of construction work, especially the public 
work. According to one of the interviewee, since project requirement is always 
given by the clients and written on the building contract before signing the contract, 
contractors have to straightly follow the instructions. Thus, there is actually not 
much room for innovation. This is also consisted with the observation that the 
proportion of having a higher score over adhocracy among the responded 
companies is quite small.  
 The result from t-test on the actual and preferred organizational culture profile 
showed that there are not significant differences between the actual and preferred 
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culture profile. This could be explained that the construction companies are not 
intended to have significant organizational culture change in response to obtain a 
higher TQM level. This is understandable as the change over culture is a 
long-term and continuous progress. Though there would be changes on the 
culture profile from time to time, the differentiation is small if one is considered 
with a short time interval, say 5 years, but it would be large if one considers the 
changes in long-term. 
 One point to note is that there is no identical organizational culture among the 
responded companies. This means every single company is unique from the 
others. It is simply because different companies hold different goals and values, 
background, composition of employees and business structure, etc., any tiny 
differentiation over these factors would affect the culture profile of the company.  
 
7.3.2 First Investigation: Culture Type vs. Duration Existence of          
Company 
 As mentioned in previous chapter, some scholars regard age of the company 
is one of the factors affecting the organizational culture. In this research, 
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responded companies are divided into two groups with one <20years and another 
one is ≥ 20 years, in order to see if there is any dominant culture type for the two  
distinct groups.  
 The general culture profile for companies <20years are having market and 
clan culture and tend to prefer clan culture, which means they are results-oriented 
in some aspects while they still concerning much about the internal relationship. 
For those in the group of ≥ 20 years, no specific dominant culture can be observed 
as the sample size is just 3, which is too small and insignificant, but the analysis 
shows that they prefer to have clan and hierarchy culture which are some 
formalized and structured one with more internal focus.  
 There is such a difference as young organizations tend to be more 
aggressive and independent with higher flexibility and adaptability than the old 
ones, and so to develop in a faster pace and more achievement-oriented; while for 
older companies, as they have been established for long and tend to have a 
relatively stable development, achieving large profit may no longer be what they 
are looking at. They may rather aim at enhancing the intangible assets like 
company’s reputation. As some building projects are using selective tendering for 
choosing suitable contractors and so one of the selection criteria may be good 
reputation, and companies with longer history, more experienced are always more 
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preferred. This may result the corresponding dominant clan and hierarchy culture 
where stable and well structured internal working environment is more important.  
 When looking into the dimensions of actual culture profile, it is interesting to 
see that there is no identical dominant culture type over the 6 cultural dimensions 
among the two distinct groups.  
 The dominant characteristic is hierarchy for those ≥20 years. It is 
understandable as those leaders in older companies are relatively more 
experienced with better understanding of the industry than those in younger 
companies, they are probably better at organizing and coordinating, and leading 
the team by monitoring and supervising and the glue of the company is by stable 
working environment. Therefore, in the dimension of organizational leadership, 
management of employee and organizational glue, they are also tended to be 
hierarchy dominated for the group ≥ 20 years. Older companies tend to be more 
market like over the aspects on strategic employ and criteria of success. Though 
these companies are no longer result-oriented, they still need to change in 
response to the market change, like to gain their reputation by providing services 
best-fit the clients. 
 Dominant characteristic is clan and market in the group <20years. Younger 
companies tend to be more result-oriented at the early stage, which is the same 
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as the overall culture profile. Leaders in these companies tend to believe 
competition fosters productivity. They usually act as hard-driver as to motivate the 
teams to drive towards the goals, like to achieve certain amount of annual turnover. 
Therefore the dominant characteristics organizational leadership as well as the 
criteria of success is dominated by market culture. In the other aspects, which are 
management of employee, organizational glue and strategic employ, clan is the 
dominant one in the younger group. This shows that though these companies are 
aggressive and emphasized on result, they also emphasize on teamwork and 
friendly working environment. As these leaders are not experienced, their leading 
role in the companies are more like a mentor who work together with the team and 
so to gain more experience and understand more about the company as well as 
the industry. 
 
7.3.3 Second Investigation: Culture Type vs. Project Scale of Company 
 Another aspect to look at is the project size of the company in related to its 
culture profile. Respondents are also being classified into two groups according to 
the project scale, which is Hong Kong dollars <300millions as well as ≥ 300million. 
 In general the culture profile for the group <300millions is tended to be 
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dominated by clan and market, which is similar to another group as well. Thus, it 
implies that the project scale may not be a significant factor and have less 
influence in the different of culture type for the overall culture profile as well as the 
culture dimensions of dominant characteristics and management of employee.  
 Yet, for the dimensions of organizational leadership and strategic employ, 
market culture is the dominant one for the group with project scale <300 million. 
This implies when organizations are making decisions and implementing 
strategies deal with small projects, leaders tend to be actively pursues goals and 
targets and to let and ensure the employee are working towards the target, while 
the target is always result-oriented. Besides, the organizational glue is in clan 
culture, which implies companies with smaller project scale tends to work together 
with the sense of “we-ness”, people are holding together sharing same values 
together with corporate commitment to employee. While for the dimension of 
criteria of success, it is dominated by market and hierarchy, which means 
error-free efficiency and high levels of effectiveness are what they want.  
 On the other hand, leaders of companies dealing with larger projects tend to 
be emphasized on internal relationship, in which they emphasize on clan and 
hierarchy culture in the dimension of organizational leadership and organizational 
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glue. They act like a mentor of the team and high morale and loyalty can be 
created within the companies and also the teams. While clan culture is dominated 
in strategic employ and criteria of success, which implies that the level of 
employee morale, cohesion, satisfaction and participation fosters empowerment 
and commitment and thus produce effectiveness.  
Large organizations are more formalized and tend to develop specialized 
groups for systematic co-ordination. They may implement different management 
approaches in different co-ordinations in order to let the core organization to have 
a different culture without bring a low morale to employees, which is rather difficult 
to implement in small organizations. 
 
7.4 Discussion on the Leadership Style for the Respondents 
 By understanding the dominated actual and preferred leadership style of the 
top management using the LPC Scale and Hersey and Blanchard’s mode, 
company will have a clearer picture on the characteristic of its top-management 
and which kind of leadership would be more fit into the organization.  
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7.4.1 General Preferred Leadership Style 
 According to Fiedler (1967), LPC score indicates the hierarchy of leader’s 
motivation. A high LPC leader is primarily motivated to have close, interpersonal 
relationships with other people, and will act in a considerate, supportive manner if 
relationships need to be improved. In another way round, a low LPC leader is 
primarily motivated by achievement over task objectives, and emphasizes 
task-oriented behaviour whenever there is task problem. While medium LPC 
leaders are more effective in most of the situations, apparently because they can 
have a better balance on affiliation and achievement concerns.  
 It is interesting to find that the collected sample shows that most of the 
respondents are in the range of relationship-oriented styles with high LPC score, 
though leaders who are in socio-independent is high too. Fiedler and Garcia 
(1987) interpreted the high LPC as relationship-oriented, leaders in this range are 
more involved with people in their work setting and more emotional about the job, 
but relatively less involved with task in their work settings, while leaders with 
socio-independent style are less involved with both task and others in the work 
setting. They are less emotional about the job, and which enable them to gain 
more training and experience than those with high or low LPC scores.  
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 Some leaders prefer to have relationship-oriented than the other two, as they 
concern to have a good relationship among the teams because of the extensive 
team works involve in this profession. Staffs have to be split into many teams, 
which are formed by different combinations of people with different background. 
As tasks between member and members as well as team and teams are highly 
interdependent, good communication is crucial to maintain efficiency and good 
relationship within the whole group.  
  
7.4.2 General Actual Leadership Style 
 Top managements are found to be supportive in general, regardless of the 
duration existence of the companies, the project scale involved, the sexuality, 
nationality or working experience of the leaders.  
 Leaders in companies which have been existed for less than 20 years more 
participative, achievement-oriented and less directive than those existed more 
than 20 years. Also, leaders working in company which deals with smaller project 
where the project scale <300million, they seem to be more achievement-oriented 
but less participative than those working with larger projects. 
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 Leaders with supportive style are willing to consider the subordinates’ 
opinions and can share the values and goals with others. They are often provided 
support and care to the subordinates. Supportive behaviour can increase 
employee satisfaction, particular over stressful environment. 
 Leaders like consultant project QS in Hong Kong’s construction industry are 
likely to be in supportive style and it is somewhat in related to job nature. Quantity 
surveying tasks such as measurement and preparation of contract documents 
consist of many tedious and routine works. As time is essential for construction 
project, stress on time is very keen. QS usually have to work overtime while high 
accuracy on work is required as tiny mistakes can cause a great loss of profit. 
People have to devote much time and effort to reach the professional standard. 
They usually have to continuously participate in the professional training courses 
in order to be more competitive. Stress and intense working against tight 
deadlines are always incorporated in this field. Therefore it is commonly found 
that the staff turnover rate is pretty high in construction companies.  
 Supportive style can provide a more stable and harmonious working 
environment. It is more appropriate when employees’ work is unsatisfying or 
frustrating. By supporting and encouraging the subordinates when they are being 
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tortured by those repetitive tasks can boost up their moral. As project consultants 
always have to deal with clients, interpersonal and negotiation skills are important, 
supportive style which focuses on personal relationship and group sharing is 
appropriate to be with this kind of organization.  
  
7.4.3 Actual and Preferred Leadership Style under situational factors 
 In this part the discussion will focus on the leadership style under the five 
situational factors, which are duration existence of the company, project scale, 
gender, nationality and working experience of the leaders. 
i) Leadership style and duration existence of the company 
 The actual behaviour of leaders in younger companies tends to be more 
participative, achievement-oriented and less directive than the older one. 
Meanwhile leaders work in working company which has been established for long 
preferred to be relationship oriented. The results show that there are two 
dominated groups, one is task-oriented preferred and another one is 
relationship-oriented.  This result can be explained by the nature of the 
organization.  
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 Younger organizations are relatively less well developed when compare with 
those experienced older organizations; therefore leaders working for younger 
companies often participate and work together with as well as assist their 
subordinates. As mentioned in previous section when discussing the 
organizational culture, younger organizations tend to focus more on result, which 
is the annual turnover, thus the leaders are more achievement-oriented. They 
tend to state the goals clearly to the subordinates and so everyone working 
towards the goals. While the leaders put much more efforts on achieving the result, 
they tend to maintain the good internal relationship with the subordinates. 
Therefore they mostly prefer to be relationship-oriented.  
 While for more experienced construction companies, as practice makes 
perfect, the subordinates always know how to do, thus leaders needn’t participate 
and work with the subordinates in the way like younger companies do. Instead, 
they tend to be more directive in the way to give out direction of work and monitor 
subordinates’ work. While the business of the company is getting to be stable, 
leaders tend to be more task-oriented as they want to retain the control of his 
authority while some still concern maintaining good relationships with 
subordinates, thus they prefer to be relationship-oriented. 
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ii) Project Scale  
 For companies deal with smaller scaled project, leaders tend to be more 
achievement-oriented as the average project scale is relatively small, to achieve a 
higher annual return they have to bid more tenders and receive more jobs. 
Meanwhile, the leaders tend to be less participative as smaller scaled projects are 
less complicated and more easily handle, thus the subordinates can usually work 
on their own.  
 The result also shows that regardless to the project scale, most leaders 
preferred to behave in the way of relationship-oriented. It implies that no matter 
the project size is large or small, leaders do concern that communication and 
relationship among the group is crucial to the success of the company. 
 
iii) Gender 
 The analysis shows that masculine leaders are more directive and supportive 
but less achievement-oriented and participated than feminine leaders. This result 
is not surprising. Traditionally, women are seen as soft and offer much care and 
support to the others and more emotional while men are tough and rational on the 
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other hand, but the result shows that the men seems to be a bit more supportive. 
It may imply that nowadays the women leaders are getting to be tougher than ever 
and they are less depended on relationship to lead the organization but guiding in 
a way of more directive and achievement-oriented.  
 When looking into the LPC scoring, female leaders tend to be significantly 
more relationship-oriented and but less task-oriented and socio-independent than 
male leaders. This implies that some women tends to prefer to involved with 
people in their work setting and more emotional about the job, but men seem to 
be more capable to keep a balance between task and emotion, in which leading 
the organization in a more balancing way. 
 
iv) Nationality 
 The result tells that Chinese leaders are tended to be more directive while the 
Expatriates are more participative. It is more related to the culture background of 
the two. Chinese culture is always with a strong sense of hierarchy, leaders 
usually act like a instructor and subordinates are the followers; while for western 
countries, the culture tends to have a stronger sense of democracy and prefer to 
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have a relax working environment and friendly staff relationship, so it is 
understandable why Expatriate leaders are more participative than the Chinese 
one.  
 In the LPC score analysis, it shows that Chinese leaders are more 
task-oriented but less relationship-oriented than the Expatriate leaders, while the 
proportion on socio-independent is similar. This result is similar to the trend as it is 
under the actual leadership style analysis and which implies that the actual 
leadership style is quite consist with the preferred one regarding to the nationality, 
as this is deeply influenced by the national culture of the leaders. 
 
v) Working experience  
 It is also found that working experience of the leader would affect the kind of 
leadership style. Since the sample size for those with more than 10 year working 
experience in the construction industry is only two, which is too small to draw any 
conclusion for this sample group and it will be ignored in the discussion. 
  For those with working experience less than 2 years, they are tended to be 
supportive, directive and participative, it implies that the leaders tend to develop 
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internal relationship with their subordinates at the beginning when they firstly 
enter into a company, which can help them to understand more about the tasks 
dealing with the staffs and the strength of the staffs so the leaders can have a 
better resources arrangement in the later time. After the understanding, leaders 
are getting to be more achievement oriented, they start focusing more on the 
business. While with increasing working experience, leaders tend to be more 
supportive and participative but less directive and achievement-oriented. This 
situation usually associates with company in small scale, where the organization 
structure is simple and leaders are more likely to work with the subordinates. As 
mentioned, it is quite stressful to work with rigid time limited, while it is rather 
tense to work out everything by less people, the leaders by then tend to be more 
supportive as to uphold the morale of the team.  
 When looking at the preferred leadership style, there is more or less, one 
third of the leaders of each sample groups are in the range of socio-independent. 
The group with least experience and most experience are relationship-oriented 
dominant while task-oriented over the group with working experience between 2 
to 4 years. The trend of this result is similar as it is under actual leadership style 
analysis. It implies that the actual and preferred leadership style is well consistent. 
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7.5 Linkage between Total Quality Management, Organizational Culture           
Profile and Leadership Style 
 This discussion of the relationship among these three elements will be 
divided into two parts. The linkage between TQM and organizational culture 
profile will be discussed first, which would be followed by a discussion on the 
relationship among the three elements 
 
 
7.5.1 TQM and Organizational Culture Profile  
 Before the discussion, the result on TQM attainment level, management 
understanding level and culture profile of each responded company is 
summarized in table 23 
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Table 27 ECI measurement matrix score, management understanding level 
& culture profile of responded companies 
  
Total ECI 
Matrix 
Score 
Management  
Understanding Actual Culture Preferred Culture 
Company A 45  empowerment clan clan 
Company B 45  empowerment market hierarchy 
Company C 46  empowerment clan clan 
Company D 40  enlightenment  clan clan 
Company E 39  enlightenment  market clan 
Company F 32  awakening market market 
Company G 45  empowerment clan clan 
Company H 40  enlightenment  hierarchy clan 
 The above table shows that companies which are dominated by clan culture 
tend to have a higher score in the ECI measurement matrix. It is not surprising to 
have companies dominant in clan culture to obtain a higher level of TQM. Clan 
culture is flexible in nature which supports integration, which can ease the 
implementation of any management programme as this should be something 
preferred by everyone within the organization. Companies dominated by clan 
culture therefore emphasize on commitment and high moral among everyone 
within the organization. They are putting their eyesight over employees’ 
participation. By having free discussion, communication among the people is 
easier, aim and objective of TQM programme would be more easily understood 
and people would have higher moral towards total quality.  
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 It seems as if apart from the clan culture, companies with or preferred to be 
hierarchy dominated also have a high score in the ECI matrix. Hierarchy culture 
supports centralization where leaders always act as monitors and they are the 
one to make strategic decisions for the company and the employees are the 
followers. Companies with this kind of culture tend to be influenced by the Asian 
culture, especially the Chinese one, which believes loyalty and obedient are 
crucial in the underlying values (Noronha, 2002), meanwhile, these companies 
tend to be more prudence and less likely to be the risk-taker. This kind of 
underlying value is commonly found in many local construction companies in 
Hong Kong. These companies are focusing on internal and long tern development. 
Throughout the TQM implementation, leaders of these companies will probably 
set out different schemes and guidelines to allow the employees to follow, in which 
everyone in the company is altogether working towards total quality. And they 
seem likely to work according to their past experience instead of trying out new 
strategies. 
 Referring to table 6, companies dominated by either clan or hierarchy are 
focused on internal and long term development, as well as the relationships with 
internal and external customers. Internal focus creates an atmosphere which 
allows trust and commitment to be built up among every individual within the 
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company. One thing to look at is that companies dominated with these two types 
of culture also obtain the highest score over the aspect on relationship with 
suppliers and customer and which implies that company under this kind of culture 
is doing well in establishing relationship with its internal and external clients. The 
result is not surprised as having a long term relationship with clients is also an 
important focus in clan and hierarchy cultures.  
 Another interesting observation from the data analysis is the differentiation 
over the TQM attainment level for companies which are dominated by market 
culture. It is noticed that though all the 3 companies have the same type of 
dominant culture, their preferred dominant culture, leadership style and 
company’s background are totally different, and which would probably be the 
reason behind of such differentiation. 
 It is not surprised for company F to have the lowest TQM attainment level and 
management understanding level among the three. It is because company F is a 
relatively newly established company. Though the management understanding 
level is at awakening stage and TQM attainment level is relatively low, it is 
understandable as total quality programme has just been carried out and at the 
beginning stage in this company.  
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 For the company which obtain the highest level of TQM attainment level and 
management understanding level among companies with market culture 
dominant, which is company B, leadership and commitment may be the factors 
making it success. Referring back to table 6, company B obtains the full score 5 
over “commitment and leadership by top-management at location” while the other 
two, which are company E & F, got 3 points only. And table 22 shows that only 
company B has the leadership style which is matched with the culture profile of 
the organization, which is the direct leadership style for market-oriented culture 
(Hersey and Blanchard, 1988). Further discussion on the effect brings by 
leadership style will be discussed in later section. 
 
7.5.2 TQM, Organizational Culture and Leadership Style 
  The correlation tests show that there is no significant direct relationship 
between leadership style and TQM attainment level, but they show that clan 
culture is significantly positively related to supportive leadership style, TQM 
attainment level as well as the stage of management understanding towards 
TQM.  
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 According to Cameron & Quinn (1999), the most effective leaders rated as 
most successful by their subordinates would demonstrate a matching leadership 
style as the culture within the organization. The leadership style corresponding to 
each culture type is shown in figure 27. 
 
 
 
 
 
 
 
 
Figure 27The Competing Values of Leadership, Effectiveness and Organizational 
Theory  
[Source: Cameron and Quinn (1999) Diagnosing and changing organizational 
culture: based on the competing values framework,] 
 When hierarchy culture dominates the organization, leaders are good at 
monitoring and maintaining efficiency. When clan is the dominated culture, most 
effective leaders are team builders and supporters. When adhocracy is the 
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strongest culture within the organization, the leaders tend to be entrepreneurial, 
innovative and risk-oriented. Effective leaders in market dominant culture, leaders 
are hard-driving, backside-kicking competitors and good at directing. 
 However, one interesting point to note here is that the above result actually 
does not consistent with the theory mentioned by Carmen and Quinn and other 
scholars like Hofstede, Hersey, etc. The data collected in this study draws a 
different result as what indicated by Cameron and Quinn, in which the 
implementation of TQM may still be in success even if the composition of 
leadership style and organizational culture profile was not the same as what is 
mentioned in Cameron and Quinn’s book.  
By referring to table 22 that showed in chapter 6, it seems as if the leadership 
style for company which is dominated by clan culture will have a higher tendency 
to be supportive and relationship-oriented. For companies which achieve a high 
TQM attainment level and high management understanding level, they tend to be 
dominated by clan culture with supportive actual leadership style and the 
preferred leadership is dominated by relationship-oriented one. The data shows 
that most of the responded companies do not have their leadership style perfectly 
match with their organizational culture as mentioned in Carmen and Quinn’s book 
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(1999).  
It is not surprised to have such a different of the research result of this study 
to the one given by the scholars, as none of the researches done by them was 
carried out over the Asian countries. Culture difference between the East and the 
West is pretty large as everyone knows. Hong Kong as an Asian city, though it is 
so-called an international city, as a society dominated by Chinese, its underlying 
value is still greatly influenced by the Chinese culture and values. Since this 
research is targeted on Hong Kong’s local construction companies, the research 
result may just solely able to reflect what is happening in Hong Kong 
 Once may say that the idea of the matching of leadership style with 
organizational culture is an ideal, however, such phenomenon seldom exists in 
reality as project culture, industry culture and other situational factors as 
discussed in section 7.4 may have great influence to the leadership style, which 
would probably affect the mutual impact between organizational culture and the 
leadership style.  
 For example, most of the construction responded companies adopt clan or 
market culture as the characteristics of hierarchy culture are not clearly shown in 
them. The organizational structure of most of the construction companies in Hong 
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Kong is simple and not clearly defined in certain extend. Though time, money and 
quality are the three key issues concerning by the companies. Tight control 
sounds vital, however, as the organizational structure is undefined in certain 
extent, by adopting clan culture, as it allows more flexibilities, may give more 
effective result. 
 As mentioned before, there is always various parties involved in a 
construction project and many teams will be formed, good communication with 
different people is very crucial to the success and efficiency of the leaders. 
Therefore supportive style which emphasizes strong personal relationship is 
suitable for most of the leaders in construction organization. However, leadership 
style may change from supportive into directive in response to the change of 
construction stages.  
 Thus, in reality, there is actually no specific pair of leadership style and 
culture type which can guarantee a company to be success in TQM 
implementation. There is no doubt that leadership and organizational culture 
would affect the attainment level TQM, especially the leadership.  
 Since TQM is a top-down management, the leaders must believe in it before 
they can motivate their subordinates. As if the leaders do not understand the 
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culture of his/ her company and/ or he/ she does not understand the concept 
behind total quality, TQM is seldom implemented effectively in their companies. 
After all, TQM may only be partially developed within the organization as the 
leaders do not realize the importance of the idea of ‘total’, or the leaders do not 
realize what is needed by the company and so they fail to integrate TQM with the 
culture change.  
 As long as the top management holds the faith and believes in TQM, learns it, 
treats it seriously, adjust it according to the characteristics of its company, bring 
the ideas back and consolidates it into the organization with continues checking 
and feedback, TQM can be implemented in a more success. 
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Chapter 8 Conclusion 
8.1 Overall conclusion 
 The objectives of this paper, as stated in chapter 1, are as followed: 
1. To investigate the current status of TQM implementation of Hong Kong’s 
construction companies  
2. To obtain the organizational culture profiles of Hong Kong’s construction 
companies    
3. To identify the leadership style of the top management of Hong Kong’s 
construction companies  
4. To study and analyze the relationship between the change of organizational 
culture, leadership style and the degree of success under TQM in Hong 
Kong’s construction companies 
  Objective 1 is achieved by using the ECI Measurement Matrix to find out the 
TQM attainment level of the construction companies. It was found that most of 
them have implemented TQM for years and the stage of management 
understanding towards TQM is satisfactory, but, none of the respondents in the 
research obtain the stage of wisdom. This indicates that some parts of the 
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essential in TQM are still missing, which may be come from the organizational 
culture and leadership style, which are concluded from achieving the objective4. 
 Objective 2 is achieved by literature reviews as to look at the concept of 
organizational culture and also by using OCAI to capture the organizational 
culture profiles of each responded company. The result shows that most of the 
responded companies have their organizational cultures in clan. Tests show that 
actual and preferred culture profiles are generally the same, the only significant 
difference is over the market quadrant. Besides, different tests have been hold to 
see if the age and project scale of the company will affect the actual and preferred 
culture profile. However, since the sample size is small, this result is insignificant 
and cannot reflect the behaviour of the whole construction industry.  
 Objective 3 is achieved by looking at the concept behind leadership via 
literature reviews and also by the use of Lease Preferred Co-worker (LPC) Scale 
and Hersey & Blanchard’s Model to find out the actual and preferred leadership 
style of the respondents. Different tests have been hold to test the relationship 
between actual leadership style with preferred leadership style, project scale, age 
of company, gender, nationality and leadership experience of the respondents. 
The result shows that there is no significant relationship between the actual and 
preferred leadership style and the age of company. But project scale of the 
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company, gender and nationality of the leader are significantly related to directive 
and participative leadership, while leadership experience is significantly related to 
supportive and achievement oriented leadership. 
 Objective 4 is going to look at the linkage between TQM, organizational 
culture and the leadership style of the responded construction companies. Tests 
show that companies with clan culture dominated will have a higher level of TQM 
with leaders who are dominated in supportive style. The tests also show that there 
is no significant relationship between TQM and leadership style. However, as 
supportive leadership tends to be appeared with clan culture; while clan culture 
tends to be associated with high TQM attainment level, one may say there is an 
indirect relationship between them.   
 Back to the ground, the nature of TQM and organizational culture are totally 
different, to link them up, all they need in between is something involving both 
hard as well as soft-ware, and here in the case of this research, this element is 
leadership. The ECI matrix simply implies that the difference between the TQM 
attainment levels is directly related to the management understanding level, which 
is the matter on leadership. 
 The construction companies are suggested to review the underlying value of 
  - 183 - 
their companies before they are trying to implement TQM into the companies. 
Reviewing successful cases from other companies may be useful. Since different 
places, people and organizations have different cultures, amending others’ 
successful cases base on the characteristic of the company should be made. 
Thus, the way on how to implement TQM into the companies should be different 
from one to another.  
 When implementing TQM, the things like time and cost control, 
environmental consideration, etc. have to be considered. Construction companies 
in Hong Kong should identify their initial problems in advance, and seek for 
corresponding measures to overcome the existing problems and find ways to 
prevent any foresee failure. Change of leadership style may need as to have a 
more effective and efficient TQM implementation.  
 
8.2 Limitations of the research  
 Insufficient sample size is considered as a limitation over the research. 
Limited sample size affects the accuracy and validity of the analysis result. The 
sample size of this study is rather small when compared to the whole population in 
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the construction industry. Therefore the result cannot be conclusive.  
 The questionnaire design would be one of the factors affecting the response 
rate. The questionnaires adopted by the researcher are quite lengthy and clumsy, 
and too much mental exercise is required when filling in the answers. This might 
affect the response rate as well as the accuracy of the response as some may not 
be willing to go through every sentence before given out the answer.  
 Moreover, though instructions were given at the beginning of each section of 
the questionnaires as well as the cover letter, there is no way the researcher to 
know whether the respondents really given out the answer honestly. It is proposed 
that all responses received are genuine answers.  
   
8.3 Recommendation for further research 
 Some comments and suggestions for possible future works are presented in 
light of the limitations in previous section. Later research may think more on the 
possible factors, apart from leadership style and organizational culture profile, so 
to carry out further studies.    
 In regard of the TQM implementation, some interviewees comment that TQM 
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is capable to be applied into manufacturing industry but not into the construction 
industry, what we are having in construction industry, instead, is the so-called 
“customer relationship management”. It is simply because everyone is working for 
profit. Any extra quality improvement on the projects is bonus to the clients but 
extra cost to contractors.  
 One more point to note is the work-on-rule nature of the public tender. Since 
basic requirements of the public projects are always set in advance by the 
government, there is not much room for the contractors to add any innovative 
ideas into the project, thus, one can find that the adhocracy culture is seldom 
found in Hong Kong’s construction industry. Later researches are suggested to 
think about this, which may also compare the TQM implementation over private 
and public construction projects.  
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Appendices 
Appendix 1 Sample Cover Letter and Questionnaires 
Dear Sir/Madam,  
Questionnaire for Research Project 
 I am a final year student currently studying in Department of Real Estate and 
Construction, The University of Hong Kong. In my research project, I am investigating 
the implementation of total quality management (TQM) in Hong Kong construction 
organizations with continuous changes in organizational culture. TQM is commonly 
referred to as a top-down management philosophy that is focused on meet customer 
needs. 
 In order to understand the culture profile and TQM level of your company in a 
more comprehensive way, 4 more members together with the Senior 
Manager/Director/Project Manager/Project QS are invited to complete the 
questionnaire. Please make copies of the questionnaires to your colleagues as well. 2 set 
of questionnaires are given. One is on TQM implementation level and 
Organizational Culture; another is about Leadership style. Would you and your 
colleagues kindly complete the enclosed questionnaires and return in total 5 sets of 
completed questionnaire and mail to RM. 1514, 15/F, RC LEE HALL, 6A SASSOON 
ROAD, POKFULAM, or fax at 2415 8213 if possible, before 25th January, 2007 
(Thursday). The whole questionnaire could be completed around 20 minutes. ALL 
SURVEY RESULTS WILL BE STRICTLY CONFIDENTIAL and are for research 
purposes only. 
 In addition to conducting a questionnaire survey, I would like to conduct some 
follow-up interviews (either by phone or face-to-face) on this research area. The 
interview would not be too long and would last for 15 minutes. Could you please indicate 
in Part1 of the questionnaire whether you would be willing to participate in such an 
interview? I would greatly appreciate an opportunity to interview you, in order to learn 
from your expertise and experience. 
 If you have any enquiries, please feel free to contact me at 6289-2565 or email to 
tiffyeung@hotmail.com  / tifany@hkusua.hku.hk 
 Thank you for your time and attention. 
 
Yours sincerely, 
Yeung Ka Yan, Tiffany 
Year 3 BSc. (Surveying) 
HKU
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QUESTIONNAIRES - SET 1 
GENERAL INSTRUCTIONS 
This questionnaire involved 3 sections. As the aim to understand your company as a 
whole, not your own personal ideas and behavior, you will have to be reminded that you 
are representing the whole of your company while you are giving the answers. The 
researcher hereby promises that all responses will be kept CONFIDENTIAL. Please do 
give the researcher your frank and serious view. After filling in the questionnaire, please 
return it to the researcher by email at tiffyeung@hotmail.com. Thank you! 
 
SECTION 1: COMPANY PORTFOLIO 
 
1. Name of company:               _____________________________________ 
                                 _____________________________________ 
 
2. Total number of employees:         _____________________________________ 
 
3: Approximate contract sum of each project:  < HKD300 million / > =HKD 300 million  
4: Year of establishment:               _____________________________________ 
 
5: Has your company implement TQM?   YES / NO 
  If yes, years of TQM implement:       ________years 
  If no, does your company have any plan or interest in implementing TQM? YES / NO 
                                    
6. Standard of ISO Certification:      _____________________________________ 
 
7: With separate Quality Department?    YES / NO 
                                   If yes, number of employee: ______________ 
  
8: Your position held in the Company:    Project QS / Project Manager/ Others  
 
9. Informant Name:          _____________________________________ 
Would you be willing to provide further information with regard to this questionnaire, e.g. to 
conduct a brief interview (either face-to-face or by phone)? Yes / No                    
If yes, please write down your contact telephone number and e-mail address.  
Contact number: _______________________________________________ 
E-mail address: ________________________________________________ 
-This Is The End of Section 1- 
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SECTION 2: COMPANY PROGRESS TOWARDS TOTAL QUALITY 
Instruction: 
Section 2 is about to investigate the progress for your company towards the goal of Total 
Quality in the Industry. For each of the element show across the headings, please select 
and put a tick in the box that conforms most to the practice of your company towards 
Total Quality. 
 
 
 
 
 
 
 
El 1.Commitment & 
Leadership of 
Top-Most Managers 
El. 2Organized 
Process & 
Structure for 
continuous 
improvement 
El. 3 Necessary 
Business 
performance 
El. 4 Supplier 
relationships 
[ internal & 
external] 
El. 5 Training, 
awareness, 
education & skills 
el. 6 Relationships 
with internal & 
external 
customers 
5 
Fully 
committed & 
actively 
leading the 
process 
 
Fully integrated 
with normal 
management 
system 
 
High 
performance 
company 
meeting or 
exceeding 
targets 
 
Active 
partnering 
taking place 
with joint 
improvement 
team-working 
 
Provides 
external 
training to 
others 
 
Active 
partnering 
taking place 
with joint 
improvement 
team-working 
 
4 
Committed 
with personal 
involvement 
 
Fully defined 
understood & 
implemented 
 
Visible 
improvement of 
business 
performance 
 
Key staff 
involved in 
facilitating 
relationships 
 
Programme 
fully 
developed & 
ongoing 
 
Key staff 
involved in 
facilitating 
relationships 
 
3 
Nominates & 
supports 
quality focus 
representative 
at senior 
management 
level 
 
Understood & 
partially 
implemented 
 
Realignment of 
business focus 
& targets 
 
Joint 
expectations 
reviewed & 
addressed 
 
Programme 
partially 
implemented 
 
Joint 
expectations 
reviewed & 
addressed 
 
2 
Provides 
spasmodic 
support &  
encouragement 
to quality 
initiatives 
 
Defined & 
partially 
understood 
 
Recognition of 
how to improve 
business 
performance 
 
Recognition of 
both partners 
concerns 
 
Programme 
under 
development 
budget 
allcoated 
 
Recognition of 
both partners 
concerns 
 
1 
Special of 
Benefits 
 
Fragmented & 
ill defined 
 
Conscious of 
some business 
inefficiencies 
 
Activities well 
intended BUT 
prone to 
misunderstandi
ng 
 
Importance of 
programme 
recognized 
BUT not 
initiated 
 
Activities well 
intended BUT 
prone to 
misunderstandi
ng 
 
0 No interest  Non-existent  
Unaware of 
business 
inefficiencies 
 
Suspicious & 
defensive 
 
Not 
recognized as 
important 
 
Suspicious & 
defensive 
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-This Is The End of Section 2- 
El. 7 Understanding, 
commitment, & 
satisfaction of employee 
El. 8 Communications 
El. 9 Teamwork for 
improvement 
El. 10 Objective 
measurement & 
feedback 
El. 11 Natural use of 
tools & techniques 
towards total quality 
5 
Culture shows 
total 
commitment & 
enthusiasm for 
total quality 
 
Established 
system. Fully 
implemented with 
effective 
feedback 
 
With improvement 
team 
recommendations 
& results 
monitored 
 
Performance 
indicators as 
standard 
management tool 
 
Use of tools & 
techniques comes 
naturally to all 
 
4 
Widespread 
understanding 
& commitment 
evident 
 
Established 
system. Widely 
used with some 
feedback 
 
Successful internal 
teams active 
 
Continuous 
regular 
measurement & 
analysis of results 
 
Tools & techniques 
used by some staff 
most of the time 
 
3 
Possible 
benefits 
recognized & 
some 
commitment 
 
System exists 
BUT not fully 
used 
 
Internal team 
identified & trained 
in tools & 
techniques towards 
total quality 
 
Coordinated 
measurement & 
analysis of results 
 
Tools & techniques 
used when 
reminded 
 
2 
Aware BUT no 
commitment 
 
Policy exists BUT 
system is 
disorganized 
 
Improvement 
projects identified 
 
Regular 
measurement 
against targets 
 
Key staff have 
training in  tools 
& techniques 
 
1 
Culture openly 
hostile to total 
quality 
 
Importance 
recognized BUT 
no coordinated 
policy exists 
 
Team improvement 
programme 
established & 
budget allocated 
 
First performance 
indicators 
identified 
 
Aware of  tools & 
techniques 
 
0 
Total ignorance 
of total quality 
 
No recognition of 
importance 
 None  None  
Unaware of their 
existence 
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SECTION 3: ORAGANIZATIONAL CULTURE OF YOUR COMPANY  
Instruction:  
Section 3 is a questionnaire that is designed to measure the organizational culture of your 
company. The following assessment instrument consists of 6 items. Each item has 4 
alternatives. Divide 100 points among these 4 alternatives, depending on the extent to 
which each alternative is similar to your company. Give a higher number of points to the 
alternative that is most similar to your company.  
 
For “now” column, you are rating your company as it is currently. For the “preferred” 
column, you are rating your company as you think it should be in 5 years in order to be 
spectacularly successful.  
e.g,  
Dominant Characteristics Now Preferred 
A The company is a very personal place; it is like an extended family; 
people seem to share a lot of themselves. 
50 45 
B The company is a very dynamic and entrepreneurial place; people are 
willing to stick their necks out and take risks.  
25 35 
C The company is very results-oriented; a major concern is with getting 
the job done; people are very competitive and achievement-oriented. 
15 10 
D The company is a very controlled and structured place; formal 
procedures generally govern what people do. 
10 10 
Total 100 100 
 
 
 
1. Dominant Characteristics Now Preferred 
A The company is a very personal place; it is like an extended 
family; people seem to share a lot of themselves. 
  
B The company is a very dynamic and entrepreneurial place; 
people are willing to stick their necks out and take risks.  
  
C The company is very results-oriented; a major concern is with 
getting the job done; people are very competitive and 
achievement-oriented. 
  
D The company is a very controlled and structured place; formal 
procedures generally govern what people do. 
  
Total 100 100 
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2. Organizational Leadership Now Preferred 
A The leadership in the company is generally considered to 
exemplify mentoring, facilitating, or nurturing. 
  
B The leadership in the company is generally considered to 
exemplify entrepreneurship, innovation, or risk taking. 
  
C The leadership in the company is generally considered to 
exemplify a no-nonsense, aggressive, results-oriented focus. 
  
D The leadership in the company is generally considered to 
exemplify coordinating, organizing, or smooth-running 
efficiency. 
  
Total 100 100 
 
3. Management of Employees Now Preferred 
A The management style in the company is characterized by 
teamwork, consensus, and participation. 
  
B The management style in the company is characterized by 
individual risk taking, innovation, freedom, and uniqueness. 
  
C The management style in the company is characterized by 
hard-driving competitiveness, high demands, and achievement. 
  
D The management style in the company is characterized by 
security of employment, conformity, predictability, and 
stability in relationships. 
  
Total 100 100 
 
 
4. Organizational Glue Now Preferred 
A The glue that holds the company together is loyalty and mutual 
trust; commitment to this company runs high. 
  
B The glue that holds the company together is commitment to 
innovation and development; there is an emphasis on being on 
the cutting edge. 
  
C The glue that holds the company together is on achievement 
and goal accomplishment. 
  
D The glue that holds the company together is formal rules and 
policies; maintaining a smooth-running company is important. 
  
Total 100 100 
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5. Strategic Emphases Now Preferred 
A The company emphasizes human development; high trust, 
openness, and participation persist. 
  
B The company emphasizes acquiring new resources and creating 
new challenges; trying new things and prospecting for 
opportunities and valued. 
  
C The company emphasizes competitive actions and 
achievement; hitting stretch targets and winning in marketplace 
are dominant. 
  
D The company emphasizes permanence and stability; efficiency, 
control, and smooth operations are important. 
  
Total 100 100 
 
6. Criteria of Success Now Preferred 
A The company defines success on the basis of the development 
of human resources, teamwork, employee commitment, and 
concern for people. 
  
B The company defines success on the basis of having the most 
unique or newest products; it is a product leader and innovator. 
  
C The company defines success on the basis of winning in the 
marketplace and outpacing the competition; competitive market 
leadership is key. 
  
D The company defines success on the basis of efficiency; 
dependable delivery, smooth scheduling, and low-cost 
production are critical. 
  
Total 100 100 
 
 
-This Is The End of Section 3- 
 
 
This is the end of the questionnaire, thanks very much for your 
cooperation. 
 
 
  201 
QUESTIONNAIRES - SET 2  
GENERAL INSTRUCTIONS 
This questionnaire is involved 3 sections. Please fill in/ circle the answer of each question. 
This questionnaire will not take you more than 10 minutes to complete.  
 
The researcher hereby promises that all responses will be kept CONFIDENTIAL. Please 
do give the researcher your frank and serious view. After filling in the questionnaire, 
please return it to the researcher by mail to RM. 1514, 15/F, RC LEE HALL, 6A 
SASSOON ROAD, POKFULAM, or fax at 2415 8213 Thank you! 
 
SECTION 1: PERSONAL PARTICULARS & BACKGROUND INFORMATION 
 
1. Job title:             Project QS /   Manager  /  Others  
 
2. Gender :                 Male   /    Female  
 
3: Nationality:              Chinese   /    Expatriate  
 
4: Working experience in Quantity Surveying field:                 
  < 2years           10-19 years 
  2-4 years           20-29 years  
  5-9years   > 30 years 
 
5. No. of years working as project QS/ project manager in this firm 
  < 2years           10-19 years 
  2-4 years           20-29 years  
  5-9years   > 30 years 
 
6. No. of subordinates in the present project team: ________________________ 
                                     
7. Approximate contract sum (HKD) of each project:   
  < 300 millions    /   >= 300 millions  
   
   
-This Is The End of Section 1- 
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SECTION 2: PREFERRED LEADERSHIP STYLE 
Instruction:  
The following is based upon Fiedler’s (1967) Least Preferred Co-worker (LPC) 
questionnaire to find a respondent’s preferred leadership style. Think of a Person with 
whom you can work lest well. He/she may be someone you work with now, or may be 
someone you know in the past. He/ she does not have to be the person you like least well, 
but should be the person with whom you had the most difficulty in getting a job done. 
Describe this person as he/ she appears to you and circle your right mark.  
 
有禮貌 Pleasant 8   7   6   5   4   3   2   1 無禮貌 Unpleasant 
友善 Friendly 8   7   6   5   4   3   2   1 不友善 Unfriendly 
拒絕接受他人
Rejecting 
8   7   6   5   4   3   2   1 
接受他人 
Accepting 
樂意助人 
Helpful 
8   7   6   5   4   3   2   1 
落井下石
Frustrating 
不熱心工作
Unenthusiastic 
8   7   6   5   4   3   2   1 
熱心工作
Enthusiastic 
嚴肅 Tense 8   7   6   5   4   3   2   1 輕鬆 Relax 
孤立自己來工作
Distant 8   7   6   5   4   3   2   1 
興他人工作時常保
持緊密合作 
Close 
冷漠 Cold 8   7   6   5   4   3   2   1 親切 Warm 
興大眾合作
Cooperative 
8   7   6   5   4   3   2   1 
不合作
Uncooperative 
扶持 Supporting 8   7   6   5   4   3   2   1 具敵意 Hostile 
沉悶 
Boring 
8   7   6   5   4   3   2   1 
有趣味性 Interesting 
愛爭吵 Quarrelsome 8   7   6   5   4   3   2   1 協調 Harmonious 
有決斷 Self-assured 8   7   6   5   4   3   2   1 猶豫的 Hesitant 
有效率 Efficient 8   7   6   5   4   3   2   1 無效率 Inefficient 
憂愁的 Gloomy 8   7   6   5   4   3   2   1 愉快的 Cheerful 
樂意接受或提供資
料 Open 8   7   6   5   4   3   2   1 
拒絕接受或提供資
料 Guarded 
-This Is The End of Section 2- 
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SECTION 3: ACTUAL LEADERSHIP STYLE 
Instruction: 
The following questions based on Hersey, P. and Blanchard, K.‘s instrument (1997) to 
measure the respondents’ actual leadership style. Listed below are 24 pairs of actions 
commonly engaged in by leaders. For each of the pairs of statements allocate 3 points 
between the two alternatives (The sum of points given to the two alternatives should be 
equal to 3, e.g. A:2, B:1 or A:3, B:0, etc. higher point should be given to a more suitable 
choice) based on what is most characteristic of the way you try to lead people. Don’t 
answer it in terms of how you would like to be but answer it in terms of how you 
actually act.  
 
1.  A. ____ Make sure people know what is expected of them and what the 
consequences  are. 
    B. ____ Make sure people know exactly what is expected of them and that they   
 understand the “whys”. 
 
2.  C. ____ Give people the opportunity to participate in planning and decision making. 
   D. ____ Allow people freedom to do their jobs without significant interference. 
 
3. A. ____ Define and explain as carefully as possible work procedures and 
performance standards.  
 B. ____ Make sure people know exactly what is expected of them and then try to 
 encourage, support, and help them meet performance standards. 
 
4.  C. ____ Give people freedom to do their jobs and then encourage and support their 
 efforts. 
    D. ____ Provide general performance goals and policies and leave the daily 
operating decisions to employees. 
 
5.  A. ____ Make sure people know what is expected of them and what the 
consequences  are. 
 B. ____ Make sure people know exactly what is expected of them and then try to 
 encourage, support, and help them meet performance standards. 
 
6.  C. ____ Give people the opportunity to participate in planning and decision making. 
 D. ____ Provide general performance goals and policies and leave the daily 
operating decisions to employees. 
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7. A. ____ Define and explain as carefully as possible work procedures and performance   
 standards. 
 B. ____ Make sure people know exactly what is expected of them and that they   
 understand the “whys”. 
 
8.  C. ____ Give people freedom to do their jobs and then encourage and support their 
 efforts. 
 D. ____ Allow people freedom to do their jobs without significant interference. 
 
9.  A. ____ Make sure people know what is expected of them and what the 
consequences  are. 
 C. ____ Give people the opportunity to participate in planning and decision making. 
 
10.  B. ____ Make sure people know exactly what is expected of them and that they   
 understand the “whys” 
 D. ____ Allow people freedom to do their jobs without significant interference. 
 
11.  B. ____ Make sure people know exactly what is expected of them and then try to 
 encourage, support, and help them meet performance standards. 
 D. ____ Provide general performance goals and policies and leave the daily 
operating decisions to employees. 
 
12.  A. ____ Define and explain as carefully as possible work procedures and 
performance    standards. 
 C. ____ Give people freedom to do their jobs and then encourage and support their 
 efforts. 
 
13.  B. ____ Make sure people know exactly what is expected of them and that they   
 understand the “whys” 
 C. ____ Give people the opportunity to participate in planning and decision making. 
 
14.  A. ____ Make sure people know what is expected of them and what the 
consequences  are. 
 D. ____ Allow people freedom to do their jobs without significant interference. 
 
15.  A. ____ Define and explain as carefully as possible work procedures and 
performance standards. 
  C. ____ Give people the opportunity to participate in planning and decision making. 
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16.  B. ____ Make sure people know exactly what is expected of them and that they   
 understand the “whys” 
 C. ____ Give people freedom to do their jobs and then encourage and support their 
 efforts. 
 
17.  B. ____ Make sure people know exactly what is expected of them and then try to 
 encourage, support, and help them meet performance standards. 
 D. ____ Allow people freedom to do their jobs without significant interference. 
 
18. A. ____ Make sure people know what is expected of them and what the 
consequences are. 
 D. ____ Provide general performance goals and policies and leave the daily 
operating decisions to employees. 
 
19. B. ____ Make sure people know exactly what is expected of them and then try to 
 encourage, support, and help them meet performance standards. 
 C. ____ Give people the opportunity to participate in planning and decision making. 
 
20 D. ____ Allow people freedom to do their jobs without significant interference. 
 A. ____ Define and explain as carefully as possible work procedures and 
performance standards. 
 
21. B. ____ Make sure people know exactly what is expected of them and then try to 
 encourage, support, and help them meet performance standards. 
 C. ____ Give people freedom to do their jobs and then encourage and support their 
 efforts. 
 
22.  D. ____ Provide general performance goals and policies and leave the daily 
operating decisions to employees. 
 A. ____ Define and explain as carefully as possible work procedures and 
performance standards. 
 
23. B. ____ Make sure people know exactly what is expected of them and that they   
 understand the “whys” 
 D. ____ Provide general performance goals and policies and leave the daily 
operating decisions to employees. 
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24.  A. ____ Make sure people know what is expected of them and what the     
consequences are. 
C. ____ Give people freedom to do their jobs and then encourage and support their 
efforts. 
 
 
-This Is The End of Section 3- 
 
 
 
This is the end of the questionnaire, thanks very much for your 
cooperation.
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Appendix 2 Achievement Assessment of ECI Measurement Matrix 
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Appendix 3 Individual Culture Scoring for the responded companies  
          [Actual Organizational Culture Profile] 
Company A      
    Average Score   
6 elements of OC  clan adhocracy market hierarchy 
Dominant characteristic 30 20 30 20 
Organizational leadership 20 20 25 35 
Management of employee 30 20 20 30 
Organizational glue  30 20 25 25 
Strategic emphases  25 25 25 25 
Criteria of success  35 20 20 25 
Overall OC Profile  28.3  20.8  24.2  26.7  
       
Company B      
    Average Score   
6 elements of OC  clan adhocracy market hierarchy 
Dominant characteristic 30 0 50 20 
Organizational leadership 30 10 30 30 
Management of employee 20 30 30 20 
Organizational glue  20 20 30 30 
Strategic emphases  30 10 30 30 
Criteria of success  40 10 10 40 
Overall OC Profile  28.3  13.3  30.0  28.3 
       
Company C      
    Average Score   
6 elements of OC  clan adhocracy market hierarchy 
Dominant characteristic 30 10 50 10 
Organizational leadership 30 20 25 25 
Management of employee 50 10 20 20 
Organizational glue  50 30 10 10 
Strategic emphases  60 20 10 10 
Criteria of success  5 5 70 20 
Overall OC Profile  37.5  15.8  30.8  15.8  
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Company D      
    Average Score   
6 elements of OC  clan adhocracy market hierarchy 
Dominant characteristic 30 10 20 40 
Organizational leadership 70 10 10 10 
Management of employee 40 10 30 20 
Organizational glue  30 15 30 25 
Strategic emphases  35 10 30 25 
Criteria of success  30 30 30 20 
Overall OC Profile  39.2  14.2  25.0  23.3  
       
Company E      
    Average Score   
6 elements of OC  clan adhocracy market hierarchy 
Dominant characteristic 40 20 20 20 
Organizational leadership 20 10 40 30 
Management of employee 20 20 40 20 
Organizational glue  30 10 30 30 
Strategic emphases  20 20 30 30 
Criteria of success  20 20 20 40 
Overall OC Profile  25.0  16.7  30.0  28.3  
       
Company F      
    Average Score   
6 elements of OC  clan adhocracy market hierarchy 
Dominant characteristic 10 10 50 30 
Organizational leadership 15 15 40 30 
Management of employee 50 5 25 20 
Organizational glue  15 15 30 35 
Strategic emphases  20 15 30 30 
Criteria of success  10 20 40 30 
Overall OC Profile  20.0  13.3  35.8  29.2  
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Company G      
    Average Score   
6 elements of OC  clan adhocracy market hierarchy 
Dominant characteristic 60 20 10 10 
Organizational leadership 10 30 30 30 
Management of employee 60 20 10 10 
Organizational glue  70 10 10 10 
Strategic emphases  70 10 10 10 
Criteria of success  30 30 20 20 
Overall OC Profile  50.0  20.0  15.0  15.0  
       
Company H      
    Average Score   
6 elements of OC  clan adhocracy market hierarchy 
Dominant characteristic 25 22 27 26 
Organizational leadership 26 22 23 29 
Management of employee 25 24 28 23 
Organizational glue  22 24 25 29 
Strategic emphases  23 23 27 27 
Criteria of success  25 23 25 27 
Overall OC Profile  24.3  23.0  25.8  26.8  
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Appendix 4 Individual Culture Scoring for the responded companies  
          [Preferred Organizational Culture Profile] 
Company A     
   Average Score   
6 elements of OC clan adhocracy market hierarchy 
Dominant characteristic 30 20 30 20 
Organizational leadership 25 25 25 25 
Management of employee 35 15 20 30 
Organizational glue 25 25 25 25 
Strategic emphases 25 25 25 25 
Criteria of success 25 25 25 25 
Overall OC Profile 27.5  22.5  25.0  25.0  
      
Company B     
   Average Score   
6 elements of OC clan adhocracy market hierarchy 
Dominant characteristic 30 0 50 20 
Organizational leadership 10 30 30 30 
Management of employee 25 25 25 25 
Organizational glue 30 10 30 30 
Strategic emphases 30 20 20 30 
Criteria of success 40 10 10 40 
Overall OC Profile 27.5  15.8  27.5  29.2  
      
Company C     
   Average Score   
6 elements of OC clan adhocracy market hierarchy 
Dominant characteristic 20 10 50 20 
Organizational leadership 35 15 25 25 
Management of employee 60 5 15 20 
Organizational glue 60 30 5 5 
Strategic emphases 70 10 10 10 
Criteria of success 5 5 80 10 
Overall OC Profile 41.7  12.5  30.8  15.0  
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Company D     
   Average Score   
6 elements of OC clan adhocracy market hierarchy 
Dominant characteristic 30 10 30 30 
Organizational leadership 40 20 10 30 
Management of employee 40 10 10 40 
Organizational glue 20 15 15 50 
Strategic emphases 40 20 30 10 
Criteria of success 10 40 40 10 
Overall OC Profile 30.0  19.2  22.5  28.3  
      
Company E     
   Average Score   
6 elements of OC clan adhocracy market hierarchy 
Dominant characteristic 40 30 20 10 
Organizational leadership 40 20 20 20 
Management of employee 30 30 10 30 
Organizational glue 20 35 35 10 
Strategic emphases 30 40 20 10 
Criteria of success 30 30 30 10 
Overall OC Profile 31.7  30.8  22.5  15.0  
      
Company F     
   Average Score   
6 elements of OC clan adhocracy market hierarchy 
Dominant characteristic 5 15 40 40 
Organizational leadership 10 10 40 40 
Management of employee 60 5 20 15 
Organizational glue 20 20 30 30 
Strategic emphases 20 20 30 30 
Criteria of success 20 30 40 10 
Overall OC Profile 22.5  16.7  33.3  27.5  
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Company G     
   Average Score   
6 elements of OC clan adhocracy market hierarchy 
Dominant characteristic 40 30 10 20 
Organizational leadership 30 20 10 40 
Management of employee 50 10 10 30 
Organizational glue 50 10 10 30 
Strategic emphases 40 20 20 20 
Criteria of success 30 30 20 20 
Overall OC Profile 40.0  20.0  13.3  26.7  
      
Company H     
   Average Score   
6 elements of OC clan adhocracy market hierarchy 
Dominant characteristic 27 31 20 22 
Organizational leadership 30 25 23 22 
Management of employee 37 19 28 16 
Organizational glue 31 22 26 21 
Strategic emphases 25 24 28 23 
Criteria of success 35 25 20 20 
Overall OC Profile 30.8  24.3  24.2  20.7  
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Appendix 5 LPC score obtained by each individual respondent from the 
responded companies (Preferred Leadership Style) 
 Av.score Gender Nationality Working experience 
Project 
scale Preferred leadership style 
companyA 67 F C 5..9 >300m Relationship oriented 
year>20 64 F E >10 >300m Relationship oriented 
≧300mil 64 F C 5..9 >300m Relationship oriented 
 60 M E <2 >300m Socio independent 
 54 M C 2..4 >300m Task-oriented 
       
 Av.score Gender Nationality Working experience 
Project 
scale Preferred leadership style 
CompanyB 65 M C <2 >300m Relationship oriented 
year>20 65 M E 5..9 >300m Relationship oriented 
≧300mil 62 M C <2 >300m Socio independent 
 61 F C 2..4 >300m Socio independent 
 56 F C 5..9 >300m Task-oriented 
       
 Av.score Gender Nationality Working experience 
Project 
scale Preferred leadership style 
CompanyC 88 M C 5..9 <300m Relationship oriented 
year<20 68 F C 2..4 <300m Relationship oriented 
< 300mil 65 F E 2..4 <300m Relationship oriented 
 65 F E <2 <300m Relationship oriented 
 60 M C 5..9 <300m Socio independent 
       
 Av.score Gender Nationality Working experience 
Project 
scale Preferred leadership style 
CompanyD 67 F E <2 >300m Relationship oriented 
year<20 65 F E 5..9 >300m Relationship oriented 
≧300mil 60 M E 2..4 >300m Socio independent 
 57 F E <2 >300m Task-oriented 
 57 M C <2 >300m Task-oriented 
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 Av.score Gender Nationality Working experience 
Project 
scale Preferred leadership style 
CompanyE 66 M C 2..4 <300m Relationship oriented 
year<20 66 M C <2 <300m Relationship oriented 
< 300mil 65 M C <2 <300m Relationship oriented 
 64 M C <2 <300m Relationship oriented 
 63 M C 2..4 <300m Socio independent 
       
 Av.score Gender Nationality Working experience 
Project 
scale Preferred leadership style 
CompanyF 63 M C 5..9 <300m Socio independent 
year<20 63 M C <2 <300m Socio independent 
< 300mil 59 M C 2..4 <300m Socio independent 
 58 M C >10 <300m Socio independent 
 58 M C 5..9 <300m Socio independent 
       
 Av.score Gender Nationality Working experience 
Project 
scale Preferred leadership style 
CompanyG 64 M C 5..9 <300m Relationship oriented 
year<20 64 M C 5..9 <300m Relationship oriented 
< 300mil 60 M E 5..9 <300m Socio independent 
 59 M C <2 <300m Socio independent 
 54 M C 2..4 <300m Task-oriented 
       
 Av.score Gender Nationality Working experience 
Project 
scale Preferred leadership style 
CompanyH 64 M C <2 <300m Relationship oriented 
year>20 54 M C 2..4 <300m Task-oriented 
< 300mil 54 M C 2..4 <300m Task-oriented 
 52 M C 2..4 <300m Task-oriented 
 51 M C <2 <300m Task-oriented 
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Appendix 6 LEAD score obtained by each individual respondent from the 
responded companies (Actual Leadership Style) 
 directive supportive participative Achievement oriented 
Working 
experience Gender Nationality 
CompanyA 11 23 21 17 5..9 F C 
clan 10 22 21 19 >10 F E 
year>20 14 25 20 13 5..9 F C 
≧300mil 19 20 17 16 2..4 M C 
 15 25 22 10 <2 M E 
N=5 0 5 0 0    
100% 0% 100% 0% 0%    
        
CompanyB 24 22 17 9 <2 M C 
market 16 18 18 20 2..4 F C 
year>20 25 22 14 11 <2 M C 
≧300mil 26 20 14 12 5..9 M E 
 14 20 25 13 5..9 F C 
N=5 3 0 1 1    
100% 60% 0% 20% 20%    
        
Company C 17 27 15 13 <2 F E 
clan 19 22 14 17 5..9 M C 
year<20 18 25 9 20 5..9 M C 
< 300mil 23 20 17 12 2..4 F E 
 22 20 16 14 2..4 F C 
N=5 2 3 0 0    
100% 40% 60% 0% 0%    
        
CompanyD 11 26 20 15 <2 F E 
clan 10 21 22 19 5..9 F E 
year<20 16 20 22 14 2..4 M E 
≧300mil 14 24 25 9 <2 F E 
 16 21 25 10 <2 M C 
N=5 0 1 4 0    
100% 0% 20% 80$ 0%    
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directive supportive participative 
Achievement 
oriented 
Working 
experience Gender Nationality 
CompanyE 19 15 20 18 2..4 M C 
market 19 22 14 17 <2 M C 
year<20 19 20 17 16 2..4 M C 
< 300mil 24 28 10 10 <2 M C 
 17 25 18 12 <2 M C 
N=5 0 4 1 0    
100% 0% 80$ 20% 0%    
        
CompanyF 19 22 14 17 5..9 M C 
market 22 24 17 9 <2 M C 
year<20 16 18 18 20 2.4 M C 
< 300mil 24 26 12 10 >10 M C 
 20 18 9 25 5..9 M C 
N=5 0 3 0 2    
100% 0% 60% 0% 40%    
        
CompanyG 13 20 24 15 5..9 M C 
clan 20 18 19 15 5..9 M C 
year<20 16 23 19 14 5..9 M E 
< 300mil 23 14 18 17 <2 M C 
 21 18 15 18 2..4 M C 
N=5 2 2 1 0    
100% 40% 40% 20% 0%    
        
CompanyH 21 25 15 11 2..4 M C 
hierarchy 21 26 12 13 <2 M C 
year>20 22 18 15 17 <2 M C 
< 300mil 22 18 15 17 2..4 M C 
 23 15 14 20 2..4 M C 
N=5 3  2  0  0     
100% 60% 40% 0% 0%    
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